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EXECUTIVE SUMMARY 

m s  1s a fmal evaluat~on of a five-year, $3 mll~on Matchmg Grant from USAID'S Office 
of Pnvate and Voluntary Cooperat~on (PVC) to Freedom from Hunger (FFH) of Dams, 
Califorma for the years 1994 through 1998 The objectives of the grant were to further 
test a dellvery model, strengthen FFH's dellvery capacity and glve poor rural households 
access to more and better food and knowledge of health care pract~ces ~n order to 
unprove maternal and chld health 

The purpose of the evaluat~on IS to measure the progress made by FFH toward the goals 
of the M a t c h g  Grant and to assess FFH from an mst~tutional perspect~ve The 
evaluat~on mcluded two tnps to FFH headquarters and a field v ~ s ~ t  to Bol~via 

FFH 1s w q u e  m ~ t s  sustamed, focused and systemat~c concentration on a d~stmct~ve 
approach to poverty allev~at~on In 1988, FFH made a dellberate trans~tion to a new 
program The trans~t~on has had a defmng Impact on core values and the way that FFH 
currently operates In part~cular thls takes expression m FFH's ownershp of and 
comrn~trnent to the Credit wrth Educat~on (CWE) approach and a d~smclmat~on to dev~ate 
from the apphcahon of that model at least for the foreseeable future 

Desp~te ~ t s  somewhat removed phys~cal location, FFH IS mtegrally connected to a vmety 
of orgamzat~ons through a web of mst~tut~onal affiliat~ons In a broader sense, FFH is but 
one orgamzat~on m a "guild" of organmtions that work m the d~sciplme of rmcro- 
finance, albeit qute dist~nctive m that the core and dnvlng interest of the organ~zat~on 1s 
hunger, nutrition and health As such, FFH both influences and is influenced by a 
complex set of mst~tutional beliefs, values, trends and pract~ces that emerge from the 
mcro-enterprise movement 

The FFH model IS comprised of a blend of m~cro-cred~t and health and nutnt~on 
educat~on It integrates health, nutnt~on and famdy p l m n g  servrces mto a structure of 
credit and samngs networks for very poor rural women In add~t~on, FFH has elaborated 
these core components mth a standard set of formatted procedures and pract~ces 

FFH 1s an orgamzat~on wth  an mtegrated and well-ahgned set of fundamental pnnc~ples 
that are broadly shared by the staff and leadershp and that give FFH a d~stmct~ve Identity 
that helps offset some of ~ t s  unavoidable ~nstitut~onal weaknesses such as ~ t s  small slze 
and remote locat~on 

At thls pomt m ~ t s  development, the CWE program and FFH as an orgamzation are 
v~rtually cotemnous FFH IS a s~ngle product orgamzat~on However, the sharp 
programmatic focus should not obscure the fact that the shft from an on-the-ground, 
lmplementmg organzation to a facil~tat~ve role constitutes a very s~gmficant 



transformation wth  deep implications for the long-term viability of the orgmzation 

The basic strands of the FFH strategy have much to recommend them the micro-finance 
movement is fashonable, the addition of a health education component for the very poor 
adds an attractive benefit, the debate w t h n  the micro-finance commuty  about the 
balance point between business and welfare provides an opemng that FFH can 
constructively exploit and FFH has a clear identity and a good reputation There are 
several mportant caveats They include insularity of perspective, narrowness of 
approach, rootlessness and donor "stovepiping" 

FFH is an orgmzation that engages in an extensive amount of p l m n g  P l m n g  occurs 
at both the orgmzational and program level The Practitioner Services Busmess Plan 
outlines a strategic approach, describes a potential market, identifies the competition, 
addresses pncing issues and establishes a growth path for the Team and the program The 
dangers in the FFH strategy are narrowness of approach, and excessive dependence on a 
smgle product Also, the shft to a catalytic role is likely to be more problematic and 
difficult than surfaces from the enthusiastic documents that descnbe thls transition 

Key findings include 

The credit w th  education program has effectively responded to the goal and purpose 
of the Matclng Grant 

Program results during the grant penod appear to be broadly supportive of and 
compatible w th  the strategic objectives of PVC 

The FFWCWE program has achleved a rate and degree of orgmzational 
sustainability that is reasonably compliant with the original intent of the Matchmg 
Grant 

As an organization, FFH has a strong and convmcing commitment to sustainability 
that permeates the orgmzation and that is reflected in its relations with clients and 
partner orgarmations 

FFH deserves substantial credit for begimng to address the implications of a 
predominant concentration on sustainability and "bottom line" performance at the 
expense of social purpose objectives 

The FFWCWE approach has the attributes of a "model" in that it is distinctive and 
seen as an FFH product 

The CWE approach fills an important mche in the micro-credit field through its 
emphasis on social impact, the pnonty it accords to reaclng poor women in remote 
areas and the lending and education package that IS tailored to the particular needs of 
the poor 



The dzrect (unburdened) monetary cost of the educational component of the CWE 
program is qute modest and none of the studies or evaluations that were reviewed for 
h s  evaluahon raised educational cost as a senous issue 

StuQes and observation support the basic contention that the CWE approach has a 
dual impact - - proviQng creQt to help support enterpnse growth and educatmg 
partxipants m lmproved Mother-Chld Health (MCH) practices Whether or not there 
is a sigruficant degree of erosion m the credit component as a result of bundlmg 
education or a reduction in the education component as a consequence of the linkage 
cnth credit has not been determmed 

A senous potential deficiency of FFH's mcro-credit approach is the possibility that 
significant shares of borrowed funds are being allocated to non-productive household 
consumption rather than capital formation and enterpnse development objective 

In-country management ability is the smgle most lrnportant indicator of program 
success Management of a micro-credit program is difficult to begm with and doubly 
so wth  the addition of the education component and a decision to work in remote 
rural areas and wth very poor women A very real long term issue is whether 
mdependent local orgamzations wl l  have the ability to manage both a credit and an 
education program For CWE, the issue of sustamability is less financial and much 
more orgamzational 

Developmg local partnershps has been challenging Difficulties Include the tension 
between a well-tested model on the one hand and orgamzational independence on the 
other Other difficulties mclude the small size of the FFH staff, llrmted capacity to 
engage in the labor mtensive process of mentomg and hand holdmg requued m 
partnershp relations and the inherent tensions that accompany partnershps mvolvmg 
financial programs because of the greater need for accountability and oversight 

FFH has made a very senous and honest effort to build strong partnershps wth 
mxed success due in good part to the inherent charactenstics of the model The 
record suggests that the decision to gradually move away fiom a direct operational 
role is a wse  one at least from the point of view of comparative advantage 

FFH is well integrated and has a clear and focused sense of rmssion and purpose 
There is broad consensus wth  regard to strategy and objectives and with respect to 
the difficulhes and opportumties that wll  affect the future of the orgamzation 

FFH w11 need to continually balance between a dual identity of bemg a "bottom-line" 
credit orgarmation on the one hand and a poverty or~ented development agency on 
the other 

A senous external concern is prevalent outside skepticism toward the benefits of 
integratmg education wth crekt To some degree tlus is irrational and reflects the 
ideology of the micro-finance movement FFH can serve an extremely valuable role 

Vlll  



by continuing to challenge conventional wisdom 

Strategic dangers include insularity of perspective, a narrowness of approach and 
absence of direct operational expenence 

FFH takes p l m n g  very senously and uses the plamng process to articulate 
objectives, identify issues and chart direction The Practitioner Services Business Plan 
is a thoughtful and well-developed strategy for moving toward financial 
independence 

Leadership appears to be strong and characterized by alignment of beliefs, a hgh  
level of t echca l  competence and strong interpersonal slulls The level of internal 
tension and dysfunctional behavior appears to be quite low 

Whde difficult to document, the current staff complement appears to be modestly 
below the opt~mal level given the range, complexity and diversity of what FFH is 
attempting to accomplish Semor management appears to be stretched too thm 

The team-based structure is, on balance, appropnate for what FFH does 

FFH is very much a " l emng  orgaruzation" and gives considerable emphasis to 
internal self-examination and to the importance of evaluations and impact research 

FFH has developed a vanety of momtonng and evaluation techques As noted, 
evaluation and research are taken very senously One of the most ~mportant functions 
that FFH should continue to play is that of provocateur to the micro-finance 
movement To do h s  convincingly, FFH wll  need to maintain a strong analytical 
capacity 



1 INTRODUCTION 

ThIs is a fmal evaluation of a five-year, $3 rmllion Matchmg Grant from USAID'S Office 
of Pnvate and Voluntary Cooperation (PVC) to Freedom from Hunger (FFH) of Davis, 
Califorma for the years 1994 through 1998 The objectives of the grant were to further 
test a delivery model, strengthen FFH's delivery capacity and give poor rural households 
a'ccess to more and better food and knowledge of health care practices in order to improve 

,maternal and chld health 
- 

The grant supported a program designed and managed by FFH called Credit wth 
Education (CWE) that was mtended to acheve the precedmg objectives and that funded 
seven country programs and related headquarters costs The CWE Program combmes the 
provision of cre&t using the village banlung model wth an educational program designed 
to enhance maternal and chld health practices 

1 1 Purpose of Evaluahon 

ThIs evaluation has two related objectives The first is to measure the progress made by 
FFH toward the imtial goals and purposes of the Matchng Grant and with respect to a set 
of designated results that are relevant to the goals of the Office of Pnvate and Voluntary 
Cooperation The second is to assess Freedom from Hunger from an institutional 
perspective and to review the fundamental strategic issues that the orgamzation is or wl l  
be faclng 

Because FFH is applying for a follow-on Matchmg Grant, the fmdmgs and analysis in 
t h ~ s  evaluation may be pertment to a review of that application However, it should be 
noted that tlus assessment does not constitute a cntique of that application 

1 2 Approach 

' lks evaluation was conducted from January through March, 1999 and included two tnps 
to Davis, Califorma and a week long field site visit to Bolivia Direct andor telephone 
interviews were conducted wth most of the staff of the International Center and wth 
several outside observers includmg consultants, mcro-finance advisors and officials of 
USAID who work m the micro-finance area At a mid-pomt in the evaluation, the 
evaluator provided USAID/BHR/PVC officials wth a bnefing on the status of the 
evaluation and on prelmmary fmdmgs Pnor to preparation of the final report, the 
evaluator provided an advance rough draft to Freedom from Hunger for comment These 
comments were reviewed and many were mcorporated mto the fmal version 

The report 1s divided mto two basic sections The first addresses the quest~on of mpact 
and results and exarmnes t h ~ s  topic fkom the perspective of the objectives set forth m the 
ongmal Matchmg Grant Application and also wth regard to PVC's strategic goals Thls 
section mcludes a discussion of mdicators and the subject of sustamability The second 
section looks at the orgmzahonal and mstituhonal questions and mcludes a cntique of 



the CWE model, a discussion of orgmzational strategy, plannmg, leadershp and other 
matters pertairung to orgamzational growth 

Inevitably there is some duplication between the discussions in these two sections 

The Report contams a number of findings based on and derived from the narrative 
analysis These are grouped m a final section of the report Since th s  is a final evaluation 
the report does not contam specific recommendations although in some ~nstances these 
are implicit m the content of the finding 

This Report does not attempt a techcal  assessment of the financial aspects of village 
banking methodology Ths  subject is addressed in some detail by numerous studies, 
some cited in this evaluation 



2 BACKGROUND 

2 1 Freedom from Hunger1 

FFH was established In 1946 as Meals for Milllons The orgmzatlon's onglnal purpose 
was to provlde emergency food relief through the production and distnbutlon of multi- 
purpose food packages, a nutnent nch, concentrated food that had been created by the 
founders of the orgamzation, Cllfford Clinton a Califoman busmessman and Henry 
Borsook, a food scientist and blochemst at Cal Tech The core and abidmg goal of the 
orgamzation was to alleviate chromc hunger among the poor 

In the early 1970's, Meals for Mllllons shfted away from the dlrect provision of 
emergency food to a focus on education and on helpmg the poor learn how to effectively 
cope mth the root causes of food lnsecunty and chronlc hunger In 1978, Meals for 
Millions merged wth  Amencan Freedom from Hunger whose purpose was to rase public 
consciousness about the causes of and solutions to the problems of world hunger Ten 
years later the name of the orgmzation was shortened to Freedom from Hunger to 
emphasize the thematic w o n  of the two orgmzations and the shft ln focus away from 
the direct provision of emergency food In the early 1980's FFH began to concentrate on 
provldlng commwty based Applled Nutnbon Programs The approach Involved a wlde 
vanety of multi-sectoral mterventions designed to enhance nutritional status, directed by 
local staff m collaboration mth natlonal orgmzations, frequently associated wth  
governmental Mimstnes of Health By 1986, wth  support from USAID, churches, 
foundations and inlvldual donations, the FFH program was growmg, flomshmg and at 
the same tune diversifjmg Into many different forms albeit loosely related to the 
allevlatlon of hunger and Improved nutntlon 

In mld 1985, FFH employed a new President - - Harlan Hobgood - - who had extenswe 
USAID expenence Hobgood belleved that FFH could have much greater Impact if lt 
moved away fiom the provision of direct servlces and adopted an indlrect but more 
catalytic role Whde these suggestions were controversial, they did sbmulate a senous 
process of self exammation and reflection including a senes of staff d~scussions 
facllltated by outside consultants, mcluding David Korten who stressed the importance of 
concentration and adherence to "d~stmctwe competencies" and Jeffiey Ashe who 
introduced the staff to the work of the Grameen Bank ln Bangladesh and the mntngumg 
Idea of sustamable credit The relevance of these Issues was underscored by several 
program evaluations that rased concern regardmg FFH's splmtered approach, the lack of 
programmatic coherence and the fact that FFH m-country programs were not l~kely to be 
sustamable after the FFH presence was ended The 1986-1988 penod was an extremely 
d~fficult one for FFH and included these challenges 

' Much of the matenal for this sectlon was drawn fiom a case study wntten by FFH staff, augmented by 
Interviews with staff Chns Dunford, W~lliam Le Clere and Ellen Vor der Bruegge, Freedom from Hunger, 
"A Case Study m Credit with Education for Women " 



Heated internal staff debate regarding the utility and content of the program and the 
future of the orgmzation mth the staff polanzed into two groups - -those in favor of 
a concentrated and narrow focus and those in favor of a more diversified approach 

A change in leadershp wth  the departure of Hobgood in mid 1988 coupled wth  the 
attendant pressures and anxieties that normally accompany any leadershp change, 
particularly in an orgmzation that is engaged in the type of change process that 
surfaces differences regarding fundamental pmclples 

A financial cnsis that resulted from a drop in donations coupled with lgher  than 
anticipated program costs for a net annual deficit m 1988 of $700,000 

A 30% cut back in headquarters staff necessitated by the grave budgetary situation 

T h s  penod of difficult turmoil created intense pressure for change and for a clear 
strategic direction The departure of those headquarters staff that favored contmuation of 
the diversified approach encouraged the ascendance of the focused approach and an 
emphasis on finding FFH's "distinctive competence" In late 1988, seruor program staff 
formulated a core approach that blended the predominant themes that had shaped 
FFWMeals for Mlllions nutntion and the alleviation of hunger, education and 
awareness, self-help and self-reliance and coupled these wlfh village banlung 
methodology whch was just beglnmng to become popular The result, after difficult 
internal debate, was Credzt wzth Educatzon whch, on the one hand, was a rather clever 
packaging of diverse elements that would likely appeal to donors and, on the other, a 
skillful combinational approach that might yield quite substantial developmental benefits 
by providing a social welfare outcome from micro-lending 

While the integrating concept was reasonably clear, FFH had to go through the difficult 
process of bnnging existing country programs into line with the new credit wth  
education approach and the philosophy of concentration and focus Four country 
programs were phased out (Kenya, Sierra Leone, Nepal and Ecuador) and five were 
maintamed and converted to the new Credit w th  Education methodology (Honduras, 
Bolivia, Ghana, Mali and Thailand) Importantly, during tlus penod of deep and 
comprehensive re-structuring, FFH received support from USAID/PVC in the form of a 
Partnershp Grant that provided the budgetary flexibility to work through the transition 
penod and design, test and develop a new program approach 

At the same time, the transition to the new approach has created some interesting 
dilemmas that FFH candidly notes in its own case study These include 

Misgivings on the Board of Directors vvlth regard to what might be perceived as a 

Th~s  was Freedom House's second Matchmg Grant and covered the period 1988-93 The unportance of 
this grant cannot be overestunated and m fact, accordmg to the Pres~dent, ~t "saved" the organlzatlon from 
llkely demise 



radical shft away from an emphasis on food secmty for the poorest to becoming a 
banlung orgmzation for the better off (Together .mth some related confusion 
regarding the relationshp between educational health programs and their relation to 
food secmty ) 

Concern that financially sustamable subsidmy orgmzations would no longer need to 
mantain any relat~onshp wth the parent entity, thus leaving FFH afloat w~thout the 
anchor of an overseas program 

Worry that a gradual dechne in overseas operations would discourage chantable 
donations that are motivated by a desire to have a direct Impact on the lives of 
chlldren and poor farmlies 

In addition, the new approach raised a basic question of whether or not it was possible to 
package a credit and an education program wthout cancelmg the benefits of one or both 
The concerns that FFH had to address and contmues to address are 

The extra cost of education w11 mean that the program is too costly and therefor not 
sustamable 

Partupants are only interested m the credit and w11 pay little or no attention to health 
education 

Credit programs are very difficult to adrnimster and if you add an education 
component and also an emphasis on remote areas and the very poor you are creating a 
structure that cannot be managed effectively 

Micro-credit programs must be designed and delivered in a very special way - - 
deviation from "best practices" cannot be tolerated and the mixlng of education and 
credit is heretical 

FFH's deliberate transition to a new program model is an interestmg case study in 
orgmzational change and the expenence has been recorded m several case studies that 
FFH itself has prepared Several aspects are worthy of note mcluding the important 
influence of outside advisors, the sustanmg commitment to poverty issues, the struggle 
to blend FFH's traditional emphases wth new imtiatives and the conscious and 
somewhat cerebral approach to program design Rather than diversify across a broad 
spectrum of programs in order to increase the chance of success and the probability of 
funder support - - as many orgmzations would do - - FFH chose a narrower and more 
concentrated strategy that was nsky and would have proven costly if unsuccessful 

FFH is currently a medium size PVO wth  annual (1998) revenue of roughly $4 5 million 
and a full tune staff of 35 wth 30 located at the International Center in Davis, Califoma 
and the balance posted to overseas locations Approxunately one-thrd of FFH's mcome 



comes from a vanety of grants from USAID, about half comes from individual, corporate 
and foundation support and the balance is denved from income from technical assistance 
and earnings from investments 

Despite its somewhat removed physical location, FFH is integrally connected to a variety 
of orgamzations through a web of institutional affiliations and networks These include 
the SEEP Network, InterAction, the Credit wth  Education Learning Exchange, CORE (a 
child survival counterpart to SEEP), bilateral llnkages w th  other PVOs such as Plan 
International and Katalysis, and the newly established FFH Associates - - a selected 
group of individuals who are conversant with the CWE methodology and who can be 
used by FFH in a consulting capacity to work wth  clients who are interested in adoptlng 
the CWE approach 

In a broader sense, FFH is but one orgamzation in a "guild" of organizations that work m 
the discipline of micro-finance, albeit quite distinctive in that the core and drivmg mterest 
of the organization is hunger, nutrition and health As such, FFH both influences and is 
influenced by a complex set of mstitutional beliefs, values, trends and practices that 
emerge fiom the micro-enterpnse movement The direction and composition of these 
shfting norms is very important to FFH's future both in terms of influencing what FFH 
does and how it IS perceived by funders and wthin the micro-enterpnse cornrnumty T h ~ s  
is particularly evident in the debate that is now emerging regarding the appropnate 
balance between an emphasis on sustainable financial servlces on the one hand and 
poverty alleviation on the other If the micro-finance movement - - and the donor and 
government money that sustains it - - moves toward an exclusive concentration on 
financial best practices, financial sustainability and credit solely for credit's sake, poverty 
or~ented programs like FFHICWE are likely to suffer 

2 2 The Current Matching Grant 

FFH has received three sigmficant grants from USAIDPVC's Matchng Grant Program 
The first was a three-year Matching Grant from 1985-1988 The second was a five-year 
Partnership Grant from 1988 to 1993 whlch supported the recasting of the FFH program 
(as described above) and financed demonstration activities in six countnes and convinced 
the FFH staff that CWE was an effective and viable strategy The third is the current 
Matchlng Grant for $3 million, for a five-year period, 1994 through 1998 which was 
basically intended to validate and consolidate the CWE approach and FFH's distinctive 
competence in that prograrnmatx area 

In addition to these three grants, FFH has received a one-year bridgmg grant of $300,000 
for 1999 to provide intenm support between the end of the thnd Matchng Grant and first 
disbursement under the fourth grant should the application for those funds be approved 

The original intent of the current Matchng Grant was that USAIDPVC funds would 
"leverage" an additional $20 mllion from other donors and from FFH itself for a total 
program of $23 mllion Roughly one-hrd of USAID funds would be allocated to the 



Internahonal Center at Davis wth the balance to be spread to 6 countnes Burluna Faso, 
Ghana, Honduras, Nepal, Nigena and Togo Matchmg Grant objectives - - discussed in 
greater detail below - - were to perfect the CWE model and support FFH's effort to 
demonstrate to others that the CWE approach could be scaled up to "near self-financmg 
levels of susta~nability and replicated cost-effectively " 

The actual allocation of Matchmg Grant funds has been quite Qfferent fiom the ongmal 
plan that was set forth m the Application to USAID as illustrated in Table #I 

Matchmg Grant Allocat~on of Funds 
Plan vs Actual (in $ thousands) 

Or~g~nal Plan Actual 

I I Matchmg Other Matchmg Other 

I Int Center 
I I I I 

1,085 1 6,671 1 1,806 1 3,799 1 

Grant Sources 

B o h a  
Burkma Faso 
Ghana 
Honduras 
Ma11 
Nepal 
N~geria 
Togo 
Uganda 
Not allocated 

There are a vmety of reasons for vanations of the plan The program in Nepal was not 
approved by USAID and efforts in that country were phased out The program m Nigena 
was dropped for political reasons and replaced by a new program m Uganda that was 
begun m 1966 Some achvity has been supported m Togo but start up was delayed 
because of civil disturbances Deviations of the plan in other countnes reflect differential 
start-up rates, re-programming of funds fi-om Nigena and a broad array of implementation 
challenges 

Grant 

- 
399 
480 
195 

Total 

With regard to leveraging other sources of mcome, wlule the magmtude of contributed 
income from other sources is very substantial and the requirement to match grant funds 
has been exceeded, the totals are sign~ficantly below the amounts forecast in the onginal 
Matchmg Grant application 

Sources 

- 
276 
205 
360 

- 
- 

3,369 
1,756 
2,071 
1,230 

3,000 

2,6 16 
593 
578 

1,113 
- 
- 

287 
107 
181 
80 

19,997 

2,425 
447 

1,234 
464 

189 
- 
- 

82 
203 
65 

1,454 
- 
- 

106 
255 

- 

3,000 10 184 



2 3 Summary of Activity Dunng Grant Perlod 

To summarrze and provide a capsule overview of the programs key activities during the 5 
years of the Matchmg Grant 

International Center Strengthened capacity to provide techca l  support to 
country programs, established L e m g  Exchange to bnng together groups that 
are cornrnltted to providing financral servlces and education to the very poor, 
desrgned and started the Practitioner Servrce's Team, strengthened research and 
evaluation capacity, conducted research and evaluation studies in Bohvia, Ghana 
and elsewhere, established worlung relations w th  international partners such as 
the World Councrl of Credit Umons and Development International Desjardins, 
improved the momtonng and reporting system, further elaborated the CWE 
model, prepared standardized tools, guides and matenals to help implement CWE 

Bollvia Twelve thousand women served through FFH's subsidiary, CRECER, 
projected to soon reach operational self- sufficiency, sigmficant grants from the 
USAID/G/MD/IGP and from local fimders, plan for complete independence 
prepared and CRECER w11 be independent by the end of 2000 

Burluna Faso Establ~shed successful partnershlp with a federation of credit 
wons ,  servrng as an example of how the CWE model could be expanded rn other 
countries, local affiliate 1s now completely mdependent, prospects for 
sustarnability are very good with tight management and high repayment rates, 
operational self- sufficrency has already been acheved m one region 

Ghana Supported six local joint venture partnershps wth  Rural Banks and an 
urban micro-finance program serving over 10,000 women, techca l  support 
established in 1992 is becoming an independent orgmzation to promote CWE 
and provide techmcal assistance, all local partners are fully rndependent 

Honduras FAMA is fully independent and thving wth  strong alliance relations 
with local partners and a US PVO brokered by FFH, CWE refined and adapted to 
local situation 

Mali Two successful joint ventures wth  local federations of credit muons, CWE 
services provided to nearly 25,000 women, establishment in May 1998 of a 
techmcal services office to promote and advise on CWE 

Togo Political unrest and the pullout of USAID slowed program growth, despite 
these difficulties, program installed wth  Federation of Credit Umons is growing 
and 200 credit associatrons have been establrshed 

Uganda FOCCAS registered in 1998 and is now functromng as an mdependent, 
locally registered NGO, business plan developed and operations begun, high 



repayments to date 

In 1996, USAID conducted a md-term evaluation of the Matchng Grant That evaluation 
focused plunmly on the implementation of the village banlung model and methodology 
and on procedures and practices used by FFH to deliver its educational messages to 
women members of credlt associations The evaluation was fundamentally positwe and 
supportive and concluded that FFH was on track with respect to the goals and objectives 
of the Matchng Grant However, the mld-term evaluation made a number of 
recommendations that addressed the operations of the credit associat~ons, partnershp 
relations, the educational component, relations wth the International Center and the rate 
of progress toward sustamabihty By and large it appears that FFH has agreed wth these 
recommendations and taken steps to address the specific concerns raised by the 
evaluation The FFH response 1s detailed m FFH's F l f i  Annual Report 

F~fth Annual Report, January 1999, pages 7-9 



3 PROGRAM IMPACT 

l lus  Section of the Report is divided into two parts The first part discusses results m 
relationshp to the goals and purposes set forth m the narrative and the logical framework 
of the Matchmg Grant, as revised m October 1996 The second part provides a bnef 
summary discussion of results in relationshp to several mtermediate mdicators that the 
PVC office employs to momtor its success m achevmg its own strategic objectives In 
general, the first part of h s  discussion addresses ultmate programmatic results or impact 
at the level of the mdividual participant The second part of the discussion deals m 
general wth  institutional matters such as mproved techtllcal capacity and partnershp 
relations These comments are further amplified m the secbon of the Report that deals 
wth  the effectiveness of the FFWCWE approach or model 

3 1 Overall Matchmg Grant Objectwes 

The Matchmg Grant to FFH that is the subject of h s  evaluation had an mterrelated set of 
programmatic and mshtutiond objectives The znstztutzonal objectives of the M a t c h g  
Grant mvolved M e r  design, testmg and implementation of the CWE model to 
demonstrate how the credit wrth education program could be expanded to become nearly 
financially sustamable and replicated cost effectively to promote self help among a large 
number of very poor rural women The mstmtional objectives included such matters as 
establishmg effective partnershps, achevmg orgamzational sustamability, replicating 
program mpact and the efficient management of a complex mllage banlung system 

The programmatic objectives denved from the institutional and were centered on helping 
the "vulnerable poor" to better manage the causes of hunger and malnutrition and 
mvolved a set of firly specific anticipated outcomes 

The Matchmg Grant also had a related set of supportzng organzzational objectives that 
are less easy to capsulize but whch centered on contmued growth and maturation of FFH 
as an " entreprenemal development enterprise and catalyst [capable ofJ reachmg large 
mpact "4 

W l e  closely related, the two sets of objectives - - mshtutiond and programmatic - - 
were not entirely cotermmous Thus, FFH might through great diligence reach "fiom 
32,000 to 70,000 very poor rural women", help them gam access to food and change the 
way they dealt wth  such matters as family planmng, immulllzation, and breast-feeding 
whle not conmncmgly demonstrating that CWE was financially viable or an approach 
that could be employed m village banlung Sirmlarly, FFH mght be successful m 
establishg a program that was cost-effective, replicable and sustamable but that did not 
fundamentally alter the economic, health or nutritional status of poor rural farmlies 

Application for USAID Matchmg Grant, 1993-1998, November 2, 1992 



3 2 Goal and Purpose Program Results 

The Matchmg Grant application includes a traditional logical framework that sets out a 
goal, a purpose and a senes of outputs and inputs and that, in simple language, constitutes 
a set of grant objectives The followng bnef discussion employs the terminology of thls 
"log frame" 

The fundamental goal of this Matchng Grant was to improve the access of participating 
poor, rural households to more and better food and to enhance maternal and child survival 
and health Wlule somewhat of an oversimplification, access to food was to be improved 
through the provision of credit while improved health was to be acheved through 
education Progress toward the goal was to be measured by fewer reports of food 
depnvation, unproved food intake and a decline in the factors associated wth  
maternallchld mortality and morbidity after two years of participation in the program 

The fundamental purpose of the Matchng Grant was to use CWE to change the personal 
behavior of participants in such areas as fam~ly p l m n g  and maternal and ch~ld health 
Progress in this area was to be measured indirectly by the level of participation in newly 
established credit associations, the adoption of des~rable health and nutntion practices 
such as breast feeding and chld imrnunlzation 

A senes of studies, research papers and evaluations together w th  FFH's own momtonng 
data support FFH's contention that the credit wth education program has effectively 
responded to the goal and purpose of the Matchng Grant Ths  is particularly evident m 
cases where progress can be measured quantitatively - - number of members, number of 
credit associations - - and reasonably though not conclusively apparent with respect to 
qualitative change - - changed behavior, improved health and nutntion status 

First, w t h  respect to quantztatzve goals pertaimng to the irutiation and growth of the 
CWE program 

It was the Intent of the Matchng Grant that at a m i m u m  2000 women would 
participate in the program (1 e take loans and attend meetmgs) in each country and 

As a readmg of the precedmg paragraphs may ~llustrate, a clear and s~mple understand~ng of grant 
objectlves and a clear plcture of progress agalnst these objectlves 1s not easy to come by The Matchmg 
Grant has a wide range of overlappmg objectlves that mcluded helpmg FFH mature as an organlzatlon, 
testlng the validity of the CWE program and havmg a dlrect and useful lmpact on the lives of poor people 
Whde the mtent of the log frame 1s to make these relationships clear, the convoluted language of goals, 
purposes, outputs and inputs seems to accomplish just the opposlte and thls 1s made more complex by the 
addit~on of cross-cuttmg objectlves that are added because they don't neatly fit the log frame structure 
Intu~tlvely, the mult~ple and related purposes of the Matchmg Grant are qulte clear However, the 
cumbersome manner m whlch they are presented tends to obscure the very real accompl~shments that FFH 
has made Whether t h ~ s  1s because the log frame methodology was not correctly employed or whether that 
plannmg structure 1s not appropriate is d~fficult to detennme However, what a clear, is that ~t takes a great 
deal of tune and effort to sort through a reasonably slmple set of objectlves that could have been put down 
m a few declarative sentences 



that m two countries a mlnlmwn of 10,000 women would part~c~pate Ths  would 
have resulted ~n total parhcipat~on of 32,000 Results to date have far exceeded these 
modest goals Over the five year penod the number of borrowers has grown from 
3,000 to 84,000, the number of cred~t assoc~at~ons has grown from under 200 to 
roughly 3,700 and the amount of outstand~ng loans have mcreased from $195 
thousand to roughly $2 4 mllion Whlle FFH would readdy adm~t some degree of 
weakness m the quality of data, it IS evident that the program has grown at a 
sigdicantly faster pace than onginally planned 

Second, wth respect to qualltatzve goals and purposes that pertam to access to food and 
unproved maternal and chld health 

Three research papers prepared by FFH prov~ded a support for the argument that 
CWE has a posit~ve Impact on health and nuttlbonal status The first, ~n February 
1996 summanzed extant research and literature on the dynamic relationshrp between 
mcome and food secmty and between access to credrt, behavioral change and 
empowerment Thls Report noted that current research does not conclusively prove 
that access to credit w l l  enhance nutrition and health However, there 1s ev~dence that 
poverty lendmg ralses mcome, that income and food secmty are lmked, that access to 
credit empowers women and that wrthout educat~on the benefits of poverty lendmg 
are unlikely to be reahzed 

The second paper in Apnl of 1996 reported on prel~rmnary results from several FFH 
programs Ths  study concluded that knowledge had been transferred, noted a positive 
change m attitudes and identified the gradual emergence of new household economic 
strategies The study d ~ d  not indicate whether ~mproved knowledge led to unproved 
pract~ce or whether the program had a measurable ~mpact on nutritional status 

A h r d  research paper prepared m July 1996 exammed the qualitative unpact of CWE 
m Burhna Faso Thls report was based on m depth mterv~ews wth  virtually all 
members of three cred~t associat~ons two years after program inception The 
healthlnuttlt~on related findings from h s  analysis mcluded improved awareness of 
caregivlng practices for infants and chldren, enhanced understandmg of how to 
prevent and treat diarrhea episodes, more positive att~tudes toward modern med~c~ne 
and growmg understanding and mterest in famdy p l m g  techques 

In 1998, FFH m collaborat~on wth the Program in Internat~onal Nutnt~on at 
UCIDavis reported on a comprehenswe study of the ~mpact of CWE on health and 
nutnt~on in Ghana The study made anthropomettlc compansons between a 1993 
baselme and 1996 follow up survey A control group that had not rece~ved any CWE 
was established for purposes of compmson The results from the Ghana study were 
positive and encouragmg The economlc unpact of CWE included a sigmficant 
increase m e m g s ,  d~versificat~on of income source, a growth m entrepreneunal 
shlls and an mcrease m the level of savmgs With regard to health and nutnt~on 



practices, the Ghana study found positive changes in breastfeeding practices, and in a 
range of other health and nutrition practices that are promoted by the CWE program 
The Ghana study provided evidence that CWE can increase income and savings, 
improve healtldnutntion, empower women and improve household food security and 
chldren's nutntional status Importantly, the data indicated that the nutntional status 
(weight for age and height for age) of participating children was significantly 
improved 

From 1995 to 1997, w th  UC Davis undertook a similar study in Bolivia Whde the 
analysis is incomplete, t h s  study indicated mixed results On the positive side, the 
analysis showed a sigmficant improvement in women's knowledge of health and 
nutntion practices, in household profit from non-farm enterprise and in behavior that 
would indicate enhanced self-esteem However, the study did not demonstrate a 
significant improvement in food secunty or nutntional status 

3 3 PVC Objectmes -- Increased Capablllty of FFH to Achleve Sustamable Sewwe 
Dellvery 

The Office of Pnvate and Voluntary Cooperation is understandably interested in knowing 
whether the Matching Grants whlch it executes contribute to achevement of its own 
strategic goals Specifically, whether the grant to FFH has enhanced operational and 
technical capacity, helped the organization mobilize resources and achieve greater 
financial independence and strengthened relations with indigenous NGOs These 
concerns are addressed from a variety of different perspectives throughout the body of 
this Report and in a broad sense "sustainable resource delivery" is the integrating topic of 
the entire evaluation 

FFH is an orgmzation that has a strong commitment to organizational l e m n g  and to the 
conduct of field studies and evaluations designed to feed back into program design and 
improve the effectiveness of the CWE model Importantly, the emphasis on learning and 
validation of results has implications that go beyond the FFWCWE model and that 
potentially influence micro-finance and village lending practices of other organizations 
In general, the indicators of progress, results and impact that FFH employ fall into two 
broad categones The first are programmatic and attempt to gauge progress in such areas 
as increased food secunty, better child and maternal health practices and the ultimate 
impact of the CWE program on health and nutr~tion These measures focus on change in 
the knowledge base, a change in behavior as a consequence of new knowledge or change 
in ultimate health status as a result of the change in behavior Collection of information 
and conduct of analysis in t h s  category is reliant on baseline data, often requires the 
establishment of a control group, tends to be expensive and often necessitates a 
sophsticated understanding of health and nutntion data analysis techniques To date, 
FFH has conducted two studies (Bolivia and Ghana) that look at program impact and 

The staff of FFH belleves that the muted results m Bollv~a reflect ~mplementat~on problems, specifically 
h~gh  turnover of tramers and the need for better tramng of trainers 



have also publ~shed a senes of techcal  papers that address issues of ~mpact These 
stud~es provide strong though not conclusive evidence that the CWE model has a hlghly 
beneficial impact on food secmty and maternal and chld health What has not yet been 
launched is an analys~s that would measure the costbenefit ~mpact of the educatron 
component of the CWE model Thls would be an mportant contribution because it would 
directly address the skephcal concern that health educahon IS mappropnate component of 
a financial relat~onslvp 

The second set of mdicators is mstitutional and concentrates on the village-banlung 
component of the CWE model This type of mhcator focuses prunmly on m e a s m g  
orgmzat~onal eficiency (e g w t  cost of adm~mstenng a loan) and orgmzational 
sustamability (whether revenue is covemg cost) In tlus respect, FFH employs a quarterly 
Credit ulth Education Status Report that prov~des useful data on the rate of program 
growth, number of participants, the cumulative size of the program and the loan 
delmquency rate l h s  Report also provides very bas~c and llmted mformation on the 
financial sustamability of cred~t associat~ons - - operating cost ratlo (operatmg costs over 
outstanding loan portfoho) and self-sufficiency ratlo (income over costs plus loan-loss 
reserve) Because th~s  data has been collected since 1993, ~t provides an excellent picture 
of the growth and changing composition of the program 

Inevitability, data collected fiom a var~ety of sources and for purposes that may not be 
clear or compelling to the provlder wll  be imperfect m content and timeliness However, 
for purposes of relative and/or long~tud~nal compmson, the Status Report data meets the 
establ~shed standards of a useful ind~cator (1 e , ~t is cost effective, comparatively valid, 
reasonably reliable and broadly relevant to program objectives ) 

3 4 FFH Indlcators of Progress ~n Relatlonshlp to PVC Indlcators 

In general, the measurement instruments that are used by FFH to momtor program 
impact, assess the effectiveness of the CWE delivery mechmsm and to gauge the growth 
in inst~tut~onal capacity of the orgarmation are consxitent wth and in some cases 
ident~cal to the mdicators that PVC has adopted to measure its own progress Thus, at the 
Strategic Objective level 

PVC Change m the number of members of formal networks/assoc~at~ons 
FFH Not momtored in a formal sense, although FFH is an active part~cipant m 
the SEEP network and other established PVO groupings and associations 
Associational act~vity is important for FFH because it tends to strengthen 
orgmzational capacity through increased awareness and supportive linkages, 
networks are also of substantive importance slnce a FFH objective is to not only 
test and vahdate the CWE model but to facihtate its broad scale appl~cation 

PVC Change in key rmcro-enterpnse measures of performance (number and 
amount of loans d~sbursed, number of women borrowers ) 
FFH Freedom from Hunger routinely collects h s  mformation m the format used 



by PVC As noted, program growth has exceeded expectations 

PVC Percent of micro-enterprise programs that are operationally sustainable 
FFH Momtors the Operating Cost Ratlo (costs per average outstanding loan 
amount) and Operating Self Sufficiency (ratio of income to costs) Although the 
time frame is short and consolidated data of ~s sort can be misleading, the trend 
appears positive with self sufficiency for all CWE programs moving from 62% in 
June, 1997 to nearly 90% in September of 1998 whle the operating cost ratio has 
dropped slightly from 40% to 33% 

With respect to Intermediate Results 

PVC/IR#l Percent of PVOs that develop quality program plans 
FFH In general, h s  evaluation concludes that FFH's approach to program 
planrung is professional, and conscientious FFH has a focused and coherent 
approach, a set of tangible Impact objectives as well as a set of less concrete but 
important policy concerns that address the direction in whch the micro-finance 
movement is heading With respect to PVC's specific cntena, FFH program 
planmng is very much results onented (in that they have long run quantitative 
targets), they use quantitative indicators to momtor progress, place considerable 
emphasis on sustainability and local partnenng and are viewed as techcally 
competent by their professional peers 

PVC/IR#12 Percent of PVOs that adopt a systematic approach to program 
monitonng and impact evaluation 
FFH Freedom from Hunger takes monltorlng and evaluation seriously They are 
committed to the CWE model and understand that credible evaluations are 
important to acceptance of that approach by the micro-finance community FFH 
has established both a financial and non-financial momtonng system The former 
provides accounting information on the status of each credit portfolio, the latter 
tracks orgaruzational charactenstics that are deemed important to growth, 
sustainability, eficiency and effectiveness In addition, FFH conducts four types 
of evaluations baselme assessment, Impact evaluations, program evaluations (or 
broad institutional assessments) and a senes of mim-studies 

PVC/IR#3 Clear transfer of resources to local level partners 
FFH Ths  indicator is designed to focus on the strength and effectiveness of 
partnerships and the extent to whlch the Amencan PVO takes empowerment 
senously In FFH's case, it is not intended that Matchng Grant funds be 
transferred for re-lending purposes so m a narrow sense the indicator is 
inapplicable In a broader sense, the issue of authonty transfer IS a very real one 
for FFH In some instance, FFH has quite deliberately transferred very real 
authonty and has created independent orgaruzations that are free to function on 
their own At the same time, in several cases, FFH has had difficulty in balancing 
between its fiduciary responsibilities and l e m n g  objectives on the one hand and 



the imperative of empowerment on the other And indeed, given the inherent test- 
case nature of the CWE approach and the damagmg consequence of 
orgaruzat~onal falure and fmanc~al loss, ~t is understandable that FFH would find 
~t difficult to s~multaneously design, test and launch a techcally challengmg 
program on the one hand and transfer effectwe authonty and responsibil~ty to 
manage it on the other 

PVC IR#3 Establ~shment of formal partnershps wth local partners 
FFH All of FFH's relationshps are "formal" m the sense that they necess~tate 
and rest on an agreement wth a local orgaruzat~on In only one case does FFH 
operate a wholly owned subs~d~ary CRECER m Bol~via, whch is destined to 
become independent by the end of the year 2000 

PVC I N 4  Diversification of the funding base 
FFH Freedom from Hunger's central strategy is to mcrease financial 
mdependence through mcrease rel~ance on self-generated revenue The~r focus 
and senousness of mtent is real and lmpresslve The pros and cons of the strategy 
are discussed m the followng part 



4 FINANCIAL SUSTAINABILITY 

The extent to whch the CWE model proves to be sustainable is a critically mportant 
attribute of FFH's own conception of its long-term success as an orgamzation Central to 
FFH's core mission is the goal of havmg a broad impact on a large population of program 
participants But to have thls broad mpact, lmited equity funds must be used as 
efficiently as possible The mathematrcal mperatives of mcro-lendmg requlre that if a 
program is to grow, the real value of eqcllty h d s  must be preserved and if possible 
enhanced Uncovered subsidies, loan defaults or delinquencies, and excessive 
adrnmstratrve costs constitute leakage and dilution of capital As FFH notes in its 5 year 
plan 

"By becoming financially self sufficient, the Local Operations Umt relieves the 
"incubator" of the responsibility for endless fundmg of recurrent costs (the 
Achrlles ' Heel of human service programs) Ths  self financing feature allows the 
"mcubator" orgmzation (and its funding partners) to start up many LOUs around 
the country wthout accumulating a massive fiscal burden " 

And the FFH Matchng Grant applications states 

We project that w b  five to seven years of startmg Credit with Education, each 
management w t  could cover the duect costs of delivering program input to credit 
associations (costs of loan capital and field staff operations) wth the mterest and 
fee revenue charged on loans Th~s  self-fmancmg potential opens the door to 
natronwde expansion to bnng both financial and healthlnutntion benefits to very 
large numbers of people m need 

Finally, the log frame for the application promised that partner orgmzations would be 
able to 

" Deliver credit wth education at a cost per loan that is equal to or only slightly 
greater than the interest and fees that can be charged on each loan " 

In general, FFH uses financial measures to momtor the orgmzational health of those in- 
country entities wth  whch it is worlung FFH also looks at the prograrnrnatlc 
sustamability of CWE in the broad sense of demand, utilization and satisfaction - - 
quality of tramng, the incremental cost of health education, relevance of the health 
component - - but th~s  is done on a periodic, case by case basis FFH's defmtion of 
whether an orgamzation is sustamable depends on whether the orgmzatron can generate 
adequate mcome to cover current operating costs including 

Cost of funds - - the Interest and fees that the orgmzation is paying (or would 
have to pay m the case of a subsidized loan) m order to borrow money for re- 
lending purposes to credit associations 



Loan loss reserve - - an amount to be set aside each year as a reserve against loan 
default 

Operating costs - - the expected administrative costs of m n g  the CWE 
program 

It is important to note that t h s  formula does not include the cost of t echca l  assistance 
provided by FFH or some imputed share of FFH's pnor cost of desigmng and developing 
the CWE program More unportantly, because the measure is financial, it cannot take into 
account the intangible factors that are related to organizational success such as effective 
leadership, the existence of a good management information system, the quality and 
morale of staff and the extent to which the CWE approach is fundamentally compatible 
wrth the values of the orgmzation Nevertheless, the sustainability formula used by FFH 
is a reasonably sound measure of the financial health of the orgmzation 

4 1 Performance to Date 

There are three related questions The first is whether or not FFH employs practices and 
policies that are likely to lead to financial sustainability in the long run - - interest rates 
that cover costs, good management practices, a sound information system, etc The 
second is whether FFH has a way of momtonng sustainability and if so what does this 
indicator suggest The third is whether or not the programs supported by FFH are in fact 
currently financially sustamable or likely to be so 

4 1 1 Practices and Pollcies 

It is generally agreed that are three controllable vanables that are cntical to achieving 
financial sustainability the interest rate charge, the adoption of professional management 
practices that keep administrative costs down and limit the rate of default and 
delinquency and the scale of operations - - large village banlung operations can spread 
costs and are more likely to be sustainable 

With regard to znterest rates, the standard FFH procedure is based on a formula that 
denves the interest rate charge fiom a calculation of the amount that wl l  be necessary to 
cover the costs of operation Thus, the interest rate charge is built up fiom a set of loan 
volume and cost projections and denves fiom those estimates Ths  uncomplicated and 
understandable approach provides reasonable assurance that the enterpnse will be 
financially sustainable provided the loan volume projections and cost estimates are 
reasonably accurate It has the added advantage of making very clear at the outset that the 
basic structure of the enterpnse is designed to be sustamable and is in contrast to a market 
based approach that sets interest rates on the basis of prevaling market rates 

With regard to the promotion and adoption of sound managementpractrces, t h s  is more 
difficult to measure The mid-term evaluation generally gave FFH good marks for 
t echca l  assistance and the value of the financial reporting system but raised questions 



wth respect to the adequacy of staff coverage (not quality) and the utility of the long 
range program p l m g  process The field vis~t to Bollma for th~s  evaluation underscored 
the lrnportance of tight and careful management, a reliable management lnformat~on 
system, a fad safe system for funds momtonng and control and the cntical importance of 
frequent field vis~ts The problem of course 1s that a thorough adrn~mstrative structure 1s 
expensive, particularly where the goal is to reach women m remote locations 

With respect to scale of operations, FFH is well aware of the mportance of growth and 1s 
pursumg h s  objective m all countries where it 1s operatmg 

4 1 2 Measurement 

FFH uses an "operating self-sufficiency" ratio to measure progress toward sustamabil~ty 
T h ~ s  formula measures the relat~onshp between financial income and operating income 
on the one hand and financial costs, operating costs and a reserve for loan loss on the 
other The operating self sufficiency ratlo IS prepared at the "management umt" level (I e , 
for those credit umons or commmty banks worlung at the distnct or regional level that 
support and finance the credit associations that are established at the village level ) The 
operatmg self-sufficiency ratio provides a reasonably sound measure of$nanczal 
sustamability Its deficiency is that it excludes the cost of the techcal  assistance 
provided by FFH and uses the subsidized value of equity funds m determmng financial 
costs The ratio does not necessarily measure the financ~al sustamabihty of the FFH 
partner (unless the partner and the management m t  are co-temnus) nor is it intended to 
measure the intang~ble factors that determmes whether orgmzations survive and grow 
such as leadersh~p, commitment and sound strategic sense 

The data on financial sustainability is pos~tive and broadly consistent wth the goals set 
forth in the Matchmg Grant application 

In the ten West Aftlcan programs started smce 1992 (in Burluna Faso, Ghana, 
Mali and Togo) FFH had acheved an "operatmg self suffic~ency" ratio of 88% 
wth  a low of 39% in and a hgh of 120% 

The Bolivia program, whch was started In 1990, has a current self sufficiency 
raoo of 85% 

The Uganda program, whch was started in 1996, has a current self sufficiency 
ratio of 57 % 

On the basis of h s  data and from a review of country reports and studies it 1s clear that 
FFH has made good progress in scaling up the CWE program to a pomt where ~t appears 
to be near financial sustamability w b  the tune frame envis~oned - - as promised in the 
grant application 



4 2 Sustamab~llty Issues 

The micro-finance movement IS popular and flouzlshmg in large part because rt rests on 
the hypothesis that micro-credit orgamzations can - - if they pursue a series of "best 
practices" - - generate sufficient income from their lending operatrons to cover costs and 
thereby reach an equilibrium point of financial and organizational sustamability Thus, it 
is argued, mrcro-credit can have a positive impact on alleviating poverty through 
enterpnse creation and at the same trme be sustainable Ths  is comforting to donors 
because it implies a continuing beneficial rmpact with little or no ongoing costs 

A recent study of NGOs in micro-finance for the World Bank takes a skeptical and 
provocative point of view and rarses some rmportant cautionary flags It is noted here not 
to invalidate the positive results that FFH has acheved but to place them in cntical 
context and to underscore the sigmficant challenges that FFH will need to address 

The World Bank Study notes that "With a few notable exceptions, the record of NGO 
MFI's (micro-finance mstitutions) on [social service] outreach and sustamability should 
give us pause - hardly any NGOs have reached full financial sustarnabilrty and few stzll 
manage to do one wzthout sacrrficzng the other " (Emphasis added) The Paper goes on 
to argue the following points 

There is a fundamental conflict between the socral goal of alleviating poverty through 
the provision of "income-smoothmg" credits that address penodic food depnvation 
and the economic goal of capital formation and enterpnse development 

The pressure (particularly from donors) to pursue the goal of sustarnabilrty has tended 
to push micro-finance NGOs toward practices which move them away from poverty 
lending including a shift toward hlgh density urban areas, and a tendency to move up 
the poverty scale away from the very poorest in order to keep default rates down 

Many micro-finance NGOs face senous orgamzational problems that may be a 
consequence of the twin pressures to be both sustarnable and to have an impact on the 
poor These include a hgh  drop out rate, nsmg costs, staff turnover and a poor 
management informatron system 

"NGOs in mrcro-finance need to decide what is most important, being sustarnable 
lenders or reachmg the poorest wth  financial services There is little evidence of 
betng able to do both at the same time " 

All of these concerns are directly relevant to the FFH program A preoccupation with 
sustainability for zts own sake wthout reference to such factors as poverty alleviation, 

' Thomas W Dlchter, NGOs m M~cro-finance, Past, Present and Future World Bank, Susta~nable Banking 
for the Poor Project Unpubl~shed manuscript 



capital formation and social and gender impact can easily miss the forest for the trees 
'lhs is relevant to FFH because the CWE program does have an lmportant social rmpact 
goal The FFH literature - - studies, reports, techcal  papers, policy papers, grant 
proposals - - all grve heavy emphasis to the sustarnability of CWE and the orgamzations 
that deliver it But a careful reading of these documents also suggests how challenging it 
is for FFH to find the nght balance on the fulcrum point between a hard-headed, fully- 
loaded, busmess approach to organizational sustamability on the one hand and a modestly 
subsiQzed approach to hunger and poverty alleviatron on the other 

The dichotomy is well illustrated m a paper recently prepared by the Presrdent of FFH 
that distingushes between the "institutional" (or busmess) approach to rmcro-finance and 
the "welfare" (or social servlce) approach lo FFH is quite correct m pomting out there are 
valuable social impact benefits that justify some element of subsidy and that rt is quite 
appropnate for governments and donors to pay some of the costs of redressing social ills 
But at the same time, FFH ~tself is often forced Into a position of malung ambitious 
clarms about the sustamability of its programs 

The concept of "sustamab~hty" has become compl~cated because of the d~ficulty of separatmg means 
from ends When FFH - - and m~cro-fmance NGOs m general - - talk about sustamabil~ty they usually refer 
to the capaclty of an organlzatlon to contmue funcbonmg and m part~cular they place emphas~s on financ~al 
health and the a b ~ l ~ t y  to generate monetary resources of sufic~ent slze to malntam operations However, 
organlzational sustamabll~ty solely for ~ t s  own sake n not part~cularly lmportant and may not be espec~ally 
desuable smce organizabons come and go and there 1s nothmg mherently unhealthy about the cycl~cal 
process of growth, matunty and declme A more mportant objective 1s the sustaznabzlrty of the program or 
the servlce that is bemg offered and most NGOs - - and certamly FFH - - would recognize this albe~t 
relymg on organlzat~onal longevity as a proxy md~cator of the contmued v~ab~lity of the program Thls 
d~stmct~on between organizat~onal and programmatic sustamablhty 1s mportant m this mstance for two 
reasons Fust, FFH has clearly faced challenges m structurmg long term organlzational relat~onsh~ps 
Desp~te the best of Went, these so called "partner" relations have proved difficult for a varlety of reasons 
that are d~scussed below If one looked at the sustamablllty of the CWE program solely from an 
organlzat~onal perspectlve, serlous concerns about the long term viab~l~ty of the approach would emerge 
The second reason that the d~stmct~on 1s mportant 1s that a focus on organlzat~onal sustamabll~ty and In 
particular a heavy emphas~s on fmanc~al success may tend to dwert attention away from soc~al goals and 
espec~ally from poverty related objectives This 1s of central concern m FFH's case because the prmary 
goal of the organization 1s food securlty and poverty reducbon with m~cro-cred~t bemg an mstrument to 
ach~eve that goal 

See, for example, Techn~cal Update No 6, Rat~onale and Procedure for Determlnmg Cred~t Associat~on 
Interest Rates and Techn~cal update No 8, Program Loan Terms as well as the extenslve collect~on of 
manuals and formatted mater~al deslgned to help new cred~t enterprlses 
'O The welfar~sts are Interested m usmg credit to duectly deal with poverty and do not place much emphasis 
on sustamabil~ty whde the mstitut~onallsts are mterested m creatmg sustamable fmancral organlzat~ons and 
new busmess and vlew soc~al servlce mpact as a resldual by-product The paper suggests that FFH 1s a 
"soc~al enterpnse" organ~zatlon that occuples an appropnate m~ddle ground w~th  dual goals of social 
servlce and sustamabil~ty T h ~ s  m~ddle ground allows some compromise between the extremes of each 
posltion Thus, the soc~al enterpnse organlzatlon 1s very much mterested m poverty allev~at~on but 
mamtams high requuements and standards when ~t comes to orgamzat~onal efflc~ency, fmanc~al 
independence and the desuabil~ty of covermg duect expenses and some portlon of attributed costs But the 
soc~al enterpnse organlzatlon does accept the leg~tlrnacy of some subs~dy m the form of ph~lanthropy and 
chanty at least as an m~tial mvestrnent to start the program 



5 PARTNERSHIPS 

Broadly, there are 4 ways that a PVO can deliver a program like CWE operate 
independently and on its own, establish an entlrely new indigenous orgaruzation, work on 
a partnershp or "Jomt venture" basis wth exlstmg orgmzabons or provide advice, 
mentomg and techmcal assistance in order to stunulate the work of others And of course 
there are many vmants of each of these alternative approaches 

In general, FFH has chosen the h r d  path of establishmg partnershp relations although 
they are mcreasingly moving toward a more inlrect, facilitative approach whereby FFH 
would respond to requests for mentonng and technical assistance rather than mtiate or 
directly operate a program m collaboration wth another orgaruzation What is clear for 
the present is that effective mplementation of the CWE approach has been heavily 
dependent on the existence of a strong, dynamically interactwe relationshp wth an 
intermediary orgarmation that has access to loan capital, outreach mto poor areas of the 
country, a reasonably well developed admmstrative structure, a system of financial 
controls and a general onentation to the themes that energize the FFWCWE program - - a 
concern for poverty, hunger alleviation and self help Whether it w11 be necessary to 
continue to work through some type of a formalized partnershp structure in the future 
wl l  depend on the success of the Practitioner Service's imtiative 

W l e  FFH has been successful m "growmg" the CWE approach, the challenges that they 
have faced have frequently involved "partnemg" dilemmas And m fact the smgle most 
sigmficant constrant to rapid program expansion appears to have been the lfficulty of 
finding and smoothly worlung with an mtermediary that can take the CWE approach and 
run wth  it 

While each case is particular and it is difficult and dangerous to draw genenc findings, it 
is reasonable to conclude that there are inherent charactenstics of the CWE model that 
make orgamzational collaboration especially challenging They include 

The tens~on between an establ~shed model on the one hand and 
organlzat~onal mdependence on the other FFH has spent a great deal of tune 
and effort developing, testmg, refimng and modifjmg the CWE model They are 
quite appropnately proud of the product and convinced of its inherent strength and 
capacity to have a positive unpact on the lives of participants However, it may at 
times be difficult for FFH to step back and engage in the type of "empowenng 
relationshp" that tolerates mssteps, ha1 and error and less than optlmal 
performance Thrs is an observation that is difficult to document since it 
essentially involves an interpretation of style and attitude However, ~t does square 
wth  comments made by several outside observers dmng the course of the 
evaluation and is consistent wth the difficulties that FFH has expenenced from 
time to tune in its relations wth local groups " To an mportant degree, FFH itself 

" See notes from Interviews with Philip Boyle, lndependent consultant and Elizabeth Hunt, USAID 



appears to have recogmzed the problem through its decisions to move toward a 
more indirect facilitative role with the establishment of Practitioner Services Not 
only is tlxs a way to more quickly spread the CWE model, it is also an approach 
that side-steps the partnershp dilemmas that accompany a more directive and 
operational role 

The drfficult task of organlzatronal development As is often the case, a 
principal strength is also a source of relative weakness Over time, FFH has 
demonstrated a strong capacity to design, develop, test and apply an integrated 
program combimng credit wth  education The constituent elements of the model 
are combined in a coherent conceptual package and the whole has been subject to 
a fsurly rigorous assessment FFH has thought through the model, thought through 
its application and thought through the impediments that confront it What FFH is 
not particularly strong at is the messier, inefficient and more unpredictable work 
of orgmzational development that is critical to getting another NGO to do what 
FFH wants it to do 

Complexrty of the model A related problem is that the CWE model calls for 
diverse elements that are difficult to find or develop in any single partner 
orgmzation Thus, CWE needs to partner with an implementing organization 
with strong financial systems, a disciplined commitment to sustainability and the 
bottom line combined with a strong adherence to poverty reduction and improved 
health services The President describes the ideal local implementer as a 
community based financial organization led by a development "spark plug" 
These are not attnbutes that are normally found bundled in the same group and 
when they are combined, may lead to tensions or "schsms" that mirror the schlsm 
in the micro-finance movement between the "nght wing" banlung approach on the 
one hand and the welfare contingent on the other (author's terminology) 

Inherent drficulty of managrng a mrcro-finance program As would be true 
wth  any activity that involves the handling of cash, micro-finance activities tend 
to invite theft and embezzlement Th~s  necessitate very tight and inflexible 
accountability systems together wth  an organizational culture that is intolerant of 
financial malfeasance - - an operating style that IS anathema in some developmg 
countries This can lead to internal tensions particularly when the expatriate 
PVOINGO is associated with the wealthy donor community whlle local staff 
identify with the poor who are being served Thus, one of the difficulties of the 
CWE model is that it can bmg  together under one roof two quite different and 
potentially conflictive sets of orgaruzational values 

A balanced assessment concludes that FFH has made a very senous and honest effort to 
build strong partnershps wth  mixed success due in good part to the inherent 
charactenstics of the model The record suggests that the decision to gradually move 
away from a direct operational role toward an approach that serves as a catalyst for 
innovation and change in other development practitioner institutions is a wse  one 



W~th respect to the operational modalibes of partnershp relat~ons to the extent that they 
contmue to exlst and based on studies, reports and a renew of the reporting and 
monltomg system, ~t was clear that FFH has made a strong effort to clar~fy roles and 
responsibll~t~es and to structure relationshps m a transparent and open manner 



6 THE CREDIT WITH EDUCATION MODEL 

l k s  part of the Report examnes the Credit with Education model (or methodology) and 
addresses the followmg questions 

Does the FFH approach constrtute a distmctrve model and what are ~ t s  principal 
attributes? 

Is the FFWCWE "model" conceptually sound and does it constitute a well Integrated 
desrgn? 

What logical evidence IS there that the FFWCWE approach appears to delrver the 
bene$ts and results that it claims for 1tse1P'~ 

What are theprzncrpal issues or concerns raised by the FFWCWE approach? 

6 1 The CWE Model and ~ t s  Attributes 

FFH IS m q u e  m rts sustamed, focused and systemabc concentration on a distmctive 
approach to poverty alleviatron Interestmgly, t h ~ s  self disciplme and capacity to stay on 
track may be a residual benefit of the d~fficult 1985-88 transrtion l k s  expenence 

l 2  By and large, the stud~es and research that have been commiss~oned by FFH and the evaluations that 
have been conducted by others tend to c o n f m  the beneficial arguments put forward by FFH on behalf of 
the CWE model Partnersh~p Grant Evaluat~on, January 1992 Prelunmary ev~dence suggested that the 
CWE approach is effectwe m allev~atmg hunger Mall, external evaluat~on, 1995 The program helped 
part~c~pants mcrease Incomes by expandmg actlvlties, sellmg m new markets and mcreasmg sales volume 
There was a marked mcrease m self confidence and demonstrated unprovement m knowledge of bas~c 
health and nutrition practlces Partnersh~p problems slowed program expanslon and thereby slowed the 
Ilkellhood of near term sustamab~lity Burkma Faso, Impact Study, July, 1996 The scale of women's 
mcome generatmg actlvlty mcreased for all partlclpants Profit margms unproved and the scale of 
mvestments m capital goods mcreased Generally, mcreased profits were used to augment famdy health 
and nutrition through more and better food purchases Participants demonstrated unproved awareness of 
proper health and nutntlon practices Mall, Impact Assessment, September 1998 Part~cipants were 
s~gn~ficantly more llkely to have expanded the~r busmess, added new products and reduced costs Those m 
the program for more than two years showed marked unprovement m entrepreneur~al sk~ll Part~c~pants 
were less llkely to have experienced a per~od of acute food msecurity and reported mcreased personal 
savmgs and mcome and diversified enterpr~se strateg~es Increased financial securlty and unproved 
knowledge of health practices was llnked to unproved self esteem and confidence Issues mcluded use of 
credit funds for non-productive consumption and a systemic d~fficulty reachmg poor outlymg vlllages 
Ghana Impact Assessment, March 1998 Part~cipants noted a marked Increase m mcome due to busmess 
expanslon and reduced costs There was ev~dence of unproved busmess and entrepreneur~al sk~lls There 
was a significant change m adoptmg most of the health and nutr~tion practlces promoted by CWE 
Participant households reported a reduced vulnerab~lity to the "hungry season" compared to a previous 
baselme study Nutrit~onal status of chlldren usmg anthropometric measure was sign~ficantly unproved 
Part~c~pants noted a marked mcrease m thelr confidence to make wlse health and nu'mtion choices for thelr 
fam~ly and in thelr ability to act~vely partlapate m community affalrs 



established a conviction that while a diverse assortment of hunger related activities might 
have individual worth, they were not having wide impact and were not financially self 
supporting l3 

The FFH model is comprised of a blend of micro-credit and health and nutntion 
education It integrates health, nutntion and family p l m n g  services into a structure of 
credit and savings networks for very poor w a l  women In addition, FFH has elaborated 
these core components w t h  a standard set of formatted procedures and practices 
including a standardized approach to interest rate detemnation, guidelines on 
management and lending practices, the design of a l e m n g  game to teach credit 
association admimstration and a four-step approach to leamng sessions - - ORPA, or 
"observe, reflect, personalize and act" Together, these elements constitute a distrnctive 
methodology or model that FFH can quite appropnately claim to be its own l4 

A senous assessment of the CWE model surfaces 8 important issues 

6 1 1 Double Duty Impact 

The principal case for CWE is that the model does double duty by supporting the 
development of small scale household enterprise and by also providing tangible 
improvements in family health and nutntion status - - it generates income and it changes 
behavior so that health and nutrition decisions w l l  be wser and the destructive impact of 
poverty and food scarcity w l l  be less 

As noted earlier in tlus report, studies do support the clam that when credit and education 
are combined, participants w l l  have lugher incomes and observe better health practices 
The more important question is what would have happened if the two elements had not 
been combined - - to what extent would the provision of credit had a greater impact than 
in fact occurred and would h s  greater impact have been equal to the educational benefit? 
Ths  is a relevant question and FFH has plans to imtiate an evaluation that w l l  address it 
In the interim it would seem difficult to ignore the availability of a delivery instrument if 
there is at least a modest interest in improving health conditions, provided the cred~t 
program was admimstered in a professional manner that utilized the considerable 
expenence that has been acqured in that field 

l 3  A very significant benefit of both the current and precedmg grants from USAIDPVC is that they been of 
immense value to FFH m helpmg the organization work through a process of organizational change and 
design, develop and test a revised approach to hunger alleviation As discussed below, the FFWCWE 
model is a product of a long process of searchmg, adaptmg and careful ch~selmg The financial support in 
the USAID grant was absolutely central to that process 
l4 Webster defines a "model" as a set of plans, a structural design, a pattern or a system of postulates, data 
and mferences presented as a description of an entity or state of affaus Although the sunple lrnkmg of 
micro-credit w~ th  health education might not by itself constitute a distmctive design or pattern, FFH's 
persistent sculpbng and modification of the approach would seem to fully satisfy this defmition 



6 1 2 Consumphon Vs Enterprise Formahon 

An mplicit benefit of the CWE model - - or any micro-credit program, for that matter, is 
that the provision of credt encourages enterpnse (or capital) formation In h s  respect, 
the md-term evaluation makes a rather mterestmg observation that did not receive the 
attenhon it deserved 

The ultunate end of generatmg income coupled wth health/nutntion education is 
to gwde women's income into raismg the health and general welfare of the 
farmly, particularly small chldren Thzs consumptzon objectzve, however, runs 
counter to the need for women to grow thezr enterprzses, partzcularly the need to 
reznvest to achzeve hzgher levels ofproductzon or operations l5 

If tlvs theoretml concern proves factual, it rases a very unportant question about the 
wsdom of combmmg the two components In fact, it suggests that if we really want 
capital formabon and enterpnse development we should be discouragmg participants 
from allocabng any borrowed funds or enterpnse profits to household and family needs - 
- regardless of how unpractical and uncanng such a position would be Interestingly, FFH 
does not perceive tlus as a significant issue smce enterpnse development is not as 
important an objective as increased food secmty Th~s  is a cmous position smce it 
begms to mvalidate one of the key goals of micro-lending l6 

6 1 3 The Clalm for Synergy 

Proponents of CWE argue that the approach takes advantage of a strong synergy between 
the credit component on the one hand and the education component on the other Thus, 
the availability of credit attracts participation and provides an audience for the education 
that w l l  take place The business education helps the women make better enterpnse 
choices whlle the health and nutrition education helps the women make more informed 
decisions about her family The combmation of education coupled wth  financial 
resource is empowenng and both encourages and facilitates behavioral change The 
improved health of the family frees financial and labor resources that can now be directed 
to income generation whle the credit provides funds that can be used to smooth mcome, 
deal w th  food cnses and be invested to generate more Income 

Whlle intuitively attractive, it is very difficult to measure the validity of t h s  clam 
Dmng h s  evaluation a field tnp was made to Bolivia and seven visits were made to 
functio~llng credit associabons in very remote sections of the country On the basis of a 
small sample size, the case for synergy was supported 

Philip Boyle, "Midterm Evaluation of Freedom from Hunger", September 1996, page 17 
l6 In Bolivia, the evaluator asked several women credit association members what they used borrowed 
funds for and m all mstances was told the purpose was related to commercial actwity While unreliable - - 
the women had just been admonished to use thew loans for theu busmess - - the outcome tends to support 
the argument that capital formation does take place 



While women members were imt~ally motivated by the opporhmty to have access to 
credit, their contmued and often long association m the credit association at rates of 
interest that were noticeably hlgher than offered by the compet~tlon mdicated a strong 
Interest in the educational component 

In those cases where the facilitator was expert in hdher task, there was a seamless 
integration of the education and credit components dumg the course of the cred~t 
association meeting In no ~nstance did the evaluator note a flagg~ng of interest or any 
indication that the education session was viewed as inappropnate 

In several instances, cred~t associations had been in existence from 3 to sometimes 5 
years and a large proportion of the women had stayed wth  then- group for the 
duration Whde thm is not conclusive proof that the educational component is 
desn-able, it does support the overall power of the model as applied in Bolivia 

6 1 4 The Cla~m of Low Incremental Cost 

It is argued that the CWE approach can be offered at little incremental cost to do double 
duty and have a direct impact on hunger and poverty wlule still supportmg enterprise 
development 

FFH studies have produced good evldence that the incremental cost of the education 
component IS modest (3%-5%) Whde thls seems low and acceptable - - provided there IS 

some educational benefit - - the larger issue 1s whether the inclusion of the education 
package makes the overall effort too difficult to manage It is hard enough to admimster a 
rural cred~t program and virtually impossible when you add education and decide to also 
concentrate on the very poor - - or so the skeptics argue On the bass of l~m~ted  direct 
observation in Bolivia, it would appear that t h s  concern is legitimate although not 
necessmly fatal The smgle most important component of a well funct~omng CWE 
program is the expenence and abil~ty of the field coordinator (or "promoter" In the 
Bol~vian case) and the capacity of that individual to bnng a mix of motivational, 
techn~cal, busmess and disciplinarian slulls to the cred~t association Finding individuals 
w t h  h s  mix of expenence and slulls and a wllingness to work in remote areas is 
extremely dificult In Bolivia, there were clear examples of cred~t associations that were 
worlung well and examples of those that were not and in both cases the slulls of the 
"promoter" were the pnmary detemmng factor 

An attractive attrrbute of CWE 1s that because micro-finance operations are sustsunable, 
health education can continue to be brought to the commuty for free 

As noted, there are senous concerns about the financial sustsunability of micro-lending 



particularly wth  respect to those programs that have a social service objecbve and that 
attempt to reach the rural poor The skeptics argue that hgh re-payment rates are illusory 
smce there is a considerable amount of borrowmg between participants in order to repay 
loans and that whle some well run mcro-finance structures can be sustsunable, t h s  can 
occur only where the size is very large and the participants are m hgher income brackets 
To its creht, FFH has m general not promsed full sustamability and has broached the 
larger issue of an exclusive focus on financial sustamability m dialogue wth  members of 
the mcro-finance commwty However, at tunes the rhetonc becomes exaggerated and 
the caveats are not adequately noted FFH can serve a very valuable role m bnnging 
caution to mcro-lendmg and by shfting the focus of attention to the needs of the poor 
But much more analytical work needs to be done in order to advance h s  line of mqulry 

6 1 6 Lack of In-country Insbtubonal Capac~ty 

It is hard to find local NGOs wth the ability to manage the CWE program and FFH itself 
has had dificulty forgmg long term partnerslup relations There are a vanety of causes 
but certady one of them is the problem of balancing between the dual purposes of the 
program A second is that financial credit programs are difficult to jointly manage 
because the premum on clear structures of responsibility and unambiguous controls run 
counter to the pmciple of delegation and empowerment As a partial consequence, FFH 
has decided to gradually move away from direct lrnplementation and to play a facilitative 
and catalyhc role Regardless of whether FFH is dlrectly operational or facilitat~ve, there 
remams an important question as to whether and to what extent there are NGOs wth  the 
admmstrative capacity to manage a complex credit program and the sophstication to 
balance h s  wth  a health and nutrition education component m l e  credit mans 
provide a potential solution, it is not yet clear that these orgamzations wl l  
enthusiastically buy into the CWE approach 

6 1 7 Inherent Antagon~sm Toward Mmng M~cro-cred~t W~th Educat~on 

Wlule it may seem unfair, a deficiency of the CWE model may be the Inherent distaste 
that donors and members of the micro-enterprise commun~ty have for attempts to 
complicate the village banlung model wth addition of an educational component 
Penodically, dumg th~s  evaluation, an opmon was expressed that you can't add an 
educational component because it is too difficult to manage and you "need to keep h g s  
simple" More deeply, there is the feelmg that the vlllage banlung "best practices" model 
has a punty and mtegnty of approach that needs to be protected if it is to be successful 

6 1 8 The Content and Debvery of the Educabonal Program 

FFH has devoted considerable effort to systemabc design of the educational component 
of the CWE program In the course of the evaluabon, the evaluator observed 7 education 
sessions that were conducted m remote towns m the Bolivian Alto Plano Thu is a very 
small sample and the evaluator is not a health specialist or professional tramer 
Nevertheless, the fol lomg observations may be helpfbl m understanding both the 



strengths and weaknesses of the CWE model 

P~votal Role of "Promoter" The quality and effectiveness of the educational 
sessions were hghly dependent on the technical and interpersonal slulls of the 
trainer, or "promoter" Thus, the capacity to locate, tram and keep high quality 
training staff that are able to play the multiple and sometimes conflicting roles of 
facilitator, health trainer, bank inspector and systems momtor is absolutely 
cntical Despite reasonably generous compensation packages, at least in Bolivia, 
the location and retention of hlgh quality staff has been challenging 

Logrstical Difficulbes While perhaps self evident, the Bolivian case study 
underscored the great difficulty and added cost of operating in remote rural 
locations Traveling on rutted dirt roads, over long distances in very difficult 
weather on a motorcycle to be precisely on time to facilitate a 90 minute session 
that ranges in content from a review of delinquent loans to a discussion of breast 
feeding is no easy task Lateness, inattention to record keeping detad, failure to 
fully cover the topic were the occasional result despite the overall excellence of 
program management Proponents of helping the very poor may respond that tlvs 
is a gratuitous observation An impressive strength of the FFH approach in 
compmson to many village banlung models is that they do reach out to remote 
areas and serve populations that would not normally have access to credit 
However, logistical realities underscore the importance of talung hard-headed 
look at the incremental cost of serving some populations 

Content and Sequencing of Educat~onal Message An overall impression was 
that women participants were generally interested and engaged in the subject 
matter with variation dependent on the competence of the "promoter" At the 
same time and based on t h ~ s  admittedly very small sample, several questions 
emerged for consideration by FFH staff 

Are traznrng sesszons too short and truncated and too szmplzstzc m 
content7 In several instances, the evaluator had the impression that more 
could have been covered and accomplished 

Could more eflectzve traznzng materzals be developed? Promoters did have 
simple traimng aids but more extensive matenal is needed and would be 
helpful if participants could have hand-out matenal for take home use 

Should the content of educational modules be adJusted over tzme7 A very 
impressive characteristic of the visited credit associations is that several 
had been in existence for from 3 to as many as 5 years and that in some 
cases mdividuals had remained members for the duration Tlvs suggests a 
significant opportuIllty to adjust the traimng component over time, 
building on previous sessions 



To what extent can credzt assoczatzons gradually zdentzb thezr own 
traznzng needs? Because some groups stay m existence for a long t~me and 
exhaust the core curriculum, ~t may be poss~ble for women's groups to 
gradually begm to ~denhfy thelr own needs 



7 ORGANIZATIONAL STRATEGY 

There are several ways to assess strateg~c focus One IS to e x m n e  the mission statement 
of the orgmzation and related statements of goals and objectwes to see whether they are 
clear and succmct and consistent wth what the orgmzation is actually doing A second 
is to ask whether the values, bel~efs and polmes of the orgmzation are in reasonable 
alignment - - are the employees of the orgmzat~on llkely to agree on an approach or a 
solubon or is there wde divergence of phlosophy A thlrd IS to e x m n e  the program 
and ~ t s  components to see whether they are mtegrated and logically compatible and work 
together in a synergistic manner so that the whole is greater than the sum of the parts A 
final set of questions mght explore whether the strategic focus is in fact the nght one - - 
the mission IS succmct, the program is mtegrated and the values are aligned but the 
orgmaat~on IS headmg ~n the wrong d~rect~on 

W l e  the phrasmg of FFH's misslon statement has changed over time, the core emphasis 
on better nutntion and health, self-help to el lmate chronlc hunger and a focus on the 
poorest segments of a society has remained More recent verslons of the mssion 
statement have placed appropnate emphas~s on sustamability, empowerment and the 
centralrty of local partnershp relat~ons But these are themes that support the pnnc~pal 
focus, whch is to address the needs of the hungry poor Th~s  is Important to emphasize 
because in some of the current l~terature there is so much emphas~s on credit and micro- 
lendmg that a reader could develop the impression that FFH is pmcipally a mlcro- 
finance orgmzation As the staff and leadershp of FFH are qulck to point out, mlcro- 
lending is the "locomot~ve" that allows FFH to do what they really want to do whch is to 
work on food and nutntion secmty for the poor 

The FFH mssion statement IS broadly consistent wth  the central themes of the CWE 
program CWE does attempt to concentrate on the poorest segments, dlrectly addresses 
poverty and hunger both through educabon and Mlth credit resource, and contams a 
strong implicit self-help emphasis that denves fiom the d~scipline of borrowng and 
repayment Nevertheless, there is a palpable tension between the health/education/poverty 
thrust of the mission statement on the one hand and the credit/finance/best practices 
emphasis of CWE on the other This is recogmzed indirectly m a paper by the President 
entitled "Micro-finance A Means to What End?" that slullfully outlmes the difference 
between the "~nst~tut~onalists" of micro-credit on the one hand and the b'welfmsts" on the 
other W l e  FFH would hope that it occuples a tactically advantageous middle ground, it 
is likely that the orgmzation w11 fmd itself constantly balancmg between the two 
cultures and approaches ThIs IS not necessmly either a d~sadvantage or ImpeQment 
Importantly, one of FFH emergent functions is to help define t h s  m~ddle ground of 
"social enterpnse" as the President calls ~t and m that process to act as the conscience and 
Intellectual provocateur for both extremes along the mcro-finance contmuum 



7 2 Values and Bel~efs 

While it is difficult to measure values and beliefs in a scientific manner, discontinuities 
and conflict are normally quickly evident The difference between espoused beliefs on the 
one hand and actual values on the other generates tensions, which usually surface pretty 
quickly 

It was clear to t h s  evaluator that FFH is an organnation wth  an integrated and well 
aligned set of fundamental principles that are broadly shared by the staff and leadershp 
and that give FFH a distinctive identity that helps offset some of its unavoidable 
institutional weaknesses such as its small size and remote location The Mission of FFH 
and the program is well understood by FFH staff and there is broad consensus in support 
of the fundamental validity of the credit w th  education approach On the basis of 
discussions wth  roughly half of the staff of the International Center, it seemed to the 
evaluator that underlying values and beliefs were compatible There was no overt 
evidence fiom these discussions of strong deviant views wth  respect to the rationale for 
what FFH was doing and how they were doing it In fact there was a refreshmg absence 
of reference to "mssion" related issues or matters of phlosophy but rather a practical 
preoccupation w t h  worlung the bugs out of the credit with education approach 

As noted in the bnef hstoncal overview, FFH has moved constructively through some 
very difficult programmatic and leadershp changes They have successfully gone through 
a difficult process of self assessment, redesign and renewal and come out of that painful 
period wth  a clear sense of purpose and design A partial legacy of that chaotic penod is 
that the organization is strongly mission driven and unusually focused on a well defined 
purpose and related program structure 

All of this is not to conclude that there are no problems on the horizon As discussed 
below, FFH is engaged m a fundamental transformation moving from an operational 
program to a facilitative role Ths  wll  not be easy and in particular the adoption of the 
consulting role and the change in organizational culture that t h s  entails is likely to cause 
considerable internal debate and some degree of tension The move away from direct 
operations may also alienate potential supporters and weaken the base of contributed 
support A second set of "value" based problems may emerge fiom the balancing between 
the credit/finance approach on the one hand and the hungeripoverty approach on the 
other Stylistically, these are two different worlds with quite different operating and 
procedural imperatives To date, FFH has done remarkably well in being able to act like a 
micro-finance instituQon while pursuing social welfare goals It has been able to do t h s  
because of a practical, "role up your shrtsleeves" approach whch tends to subordinate 
ideological controversy 

7 3 Program Integrat~on 

At this point in its development, the CWE program and FFH as an organization are 
virtually coterminous FFH is a single product organization Thus, CWE is what FFH 



does and FFH is what the CWE program accomplishes In fact, the name of the 
orgamzation could qute easily be changed to Credlt wth Education wthout requimg 
any programmatic re-shufflmg By virtually any measure or compmson with Arnencan 
PVOs, thls degree of integration and consistency between the content of the program and 
the penmeter of the orgamzation is uruque In most PVOs, there are at least a few 
outlylng programs that pursue targets of opportuIllty or that are remnants of pnor 
activities In the case of FFH, there is a clmty of program content that IS unusual Even 
where there are important mltiatlves - - such as the Learnmg Exchange or the Practitioner 
Service's Umt, these are directly related to the further design and expansion of the CWE 
concept 

Thls concentration on a coherent program structure, whde not wthout defects discussed 
below, has very sigmficant benefits First, ~t means that the staff of FFH are assembled 
agarnst a common set of program goals, second it means that the issues and the pros and 
cons of alternative approaches are broadly understood and that debate is lnformed and 
mtelhgent, thrdly, lt explarns in part the refieshmg absence of theoretical debate w b  
the orgamzation and the quite practical approach to accomplishng objectives 

The sharp programmatic focus should not obscure the fact that the shft fiom an on-the- 
ground, implementing orgamzation to a facilitative role constitutes a very sigmficant 
transformation wth  deep implicat~ons for the long-term v~abllity of the orgamzation I' 

The most fundamental question in any discussion of strategy IS whether the orgamzation 
IS heading in the nght direction regardless of the punty and loglc of its mlsslon statement 
and program structure Whde h s  IS a large and difficult subject, that exceeds the scope 
of t h ~ s  evaluation, it is the view of h s  evaluator that FFH is well positioned and that the 
basic strands of the FFH strategy have much to recommend them 

The micro-finance movement IS fashonable, well funded and appears to be 
reasonably effective and FFH has quite shrewdly linked itself to this trend line 

The addibon of a health education component for the very poor adds an attractive 
benefit and addresses one of the apparent weaknesses of mcro-lendmg whch is its 
tendency to access the ncher of the poor 

The debate w h n  the mcro-finance comrnuruty about the balance point between 
business and welfare provldes an opemng that FFH can constructively explolt If FFH 
can conclusively validate the utility of the CWE approach, the model or vmants of lt 
are llkely to be wdely adopted 

l7 In fact, this transformahon is so fundamental that it was surpnsmg to the evaluator that the change m 
direction had not generated more controversy and disagreement What n apparent IS that FFH 1s small 
enough and sufficiently well Integrated so that expenence 1s shared and consensus emerges rather easily 



The FFH decision to shift away from a direct implementation role recognizes the 
difficulty of worlung with indigenous organizations and the opportunities for broader 
impact that will matenalize as a consequence of being more flexible, opportumstic 
and case specific In a large sense t h s  shft antuxpates a change in direction that most 
Amencan PVOs wl l  have to make at some future point 

FFH has a clear identity and a good reputation for being focused, mission dnven, 
techmcally sound and innovative without bemg hair brained They have sharpened 
and sculpted the CWE approach and managed to address many of the deficiencies in 
design CWE has been tested in a suffic~ent number of locales to Iron out most of the 
bugs and to provide an experiential base for launchmg the program to new locales 

Whde the basic strategic direction appears to be sound, there are several important 
caveats and areas for concern As is often the case, the orgamzatlonal weaknesses are the 
mirror images of orgamzational strengths 

Insular~ty of perspective Whde there is preliminary ev~dence that the CWE 
approach is effective and workable, there are also valid senous questions about 
the workability of the model In particular, the issue of sustarnability and the 
capacity for self sustamed growth and the question of whether or not health 
education and village banlung can be coupled together The danger for FFH is that 
because they are so well integrated and at the same time somewhat insulated from 
dissident voices, they will ignore negative evidence A good example is to 
interpret negative results of evaluations as evidence not of failure but an 
indication that the CWE model was not applied wth  the necessary rigor 

Narrowness of approach On the one hand, FFH should be applauded for its 
cons~stent and sustained focus on perfecting the CWE model The danger is 
excessive reliance on one approach and the development of a sort of 
organizational mono-culture Clearly, focus is much preferable to scatterat~on and 
rt would be churlish to criticize FFH for doing so well where others have failed 
However, the unfortunate reality is that change and intense competition are 
features of the non-profit world just as much as they are of commercial enterprrse 
FFH is in part nding the bandwagon of success of the micro-finance movement, 
whch may change or even end 

Rootlessness FFH wll  soon shed direct operational involvement The Ugandan 
program is wholly independent and the Bolivian program soon wll  be In all other 
countries FFH operates through an Intermediary with pnmary operational 
responsibility, FFH operating as consultant, adv~sor, mentor or coach The danger 
is loss of pract~t~oner credentials and hands on expenence and the unfortunate 
image of a tecbcal,  elite, slightly academic orgmzation operating in a remote 
location, spimng theoretical models that have dimimshmg relevance to the 



difficult and gntty real world 

Donor "Stovepipmg" One of the problems wth the CWE model is that ~t does 
not fit neatly Into pre-established donor defined categones - - health and nutntlon, 
or economic development a s  IS certady not an argument to compromise the 
model but ~t does mean that FFH needs to be very diligent m worlung the multiple 
bases w h  donor orgmzations m order to make sure that the vmous voices are 
in supportive harmony 

'* This is overstated to make the pomt In fact, there are several ways that FFH can stay m touch mcludmg 
membership on boards of local organlzatlons, long term management and techmcal assrstance contracts 
and through the consultmg work of the Pract~t~oner Servlces Un~ t  



8 The Plannmg Process and the Long Range Plan 

FFH is an orgamzation that engages in an extenswe amount of plannmg Planrung occurs 
at both the orgamzational and program level Thus FFH has produced a 5-Year Plan for 
1994 -1998 and a second 5-Year Plan for 1999-2003 as well as a busmess plan for the 
Practiboner Services Team 

The published 5-Year Plans are short, goal onented and designed both for internal 
purposes of settmg objectives and the validation of core values and for external 
consumption of donors and supporters These plans are very positive and upbeat and do 
not engage in a deeply analytical process of self assessment or the identification of 
orgamzational weaknesses or threats - - although they are based on considerable 
analytical thdung The 1993-98 Plan provides a rationale for CWE, descnbes how CWE 
works and projects program growth The 1999 -2003 Plan explicitly emphasizes "goals, 
concepts and language" and bnefly outlmes the shft toward a catalytic role 

It would be Inaccurate to h n k  of these plans as "strategic" since they do not attempt to 
descnbe the external context and challenges or to chart an optimal course to navigate 
FFH through difficult and challenging waters Whde the wntten plans are deficient m t h s  
respect, interviews wth FFH staff and a revlew of notes fiom the Plantllng Retreat 
suggest that the orgmzation does engage ln nsk identification and analysis albeit not 
captured in narrative descnption P l m n g  at the program or orgmzatlonal level is more 
analytical and does identify challenges and weaknesses that need to be addressed Thus 
the plan for the Practitioner Services Team identifies a number of very real lrnpediments 
that need to be considered 

Freedom fiom Hunger's 1999-2003 Plan establishes a goal of reachmg 1 mlllon women 
through CWE19 The Plan also outlines a shft to a facilitative role whereby FFH w11 
encourage others to adopt the CWE approach and provlde the techmcal assistance that 
urlll permit t h~s  to happen The Plan places considerable emphasls on evaluation and 
documentation to validate the utility of the CWE model and on the Learnmg Exchange to 
provide a fabric of inst~tutions through whlch FFH can proselytize m order to meet its 
quantitative goals The Plan gives explicit attention to the importance of lnfluencmg 
others although it is planned to contmue "deep involvement" in a few selected programs 
such as Uganda and Bolivia as "laboratones and "showcases" for CWE 

The Practitioner Services Business Plan is much more defimtive and analytical It 
outllnes a strategic approach, descnbes a potential market, idenbfies the competition, 
addresses pncing issues and establishes a growth path for the Team and the program 
Th~s  is an impressive planrung document that outlines a clear picture of a future FFH, the 
steps that need to be taken to move successfully in that direction and the risks that are 
likely to be encountered on the way 

l9 300,000 through FFH and 700,000 through the organlzatlons that comprlse the Learnlng Exchange 
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The Practitioner Services strategy involves a marked shift away from direct operations 
toward a facilitative role based on providing technical assistance to NGOs and PVOs that 
will help them develop and apply the CWE approach The new Team, led by a senior and 
very expenenced expert in micro-finance, is to operate like a consulting firm It is 
expected that the Team will be treated and behave like a cost center and gradually cover 
its full costs within five years The basic rationale for t h s  approach is that there is a latent 
demand for CWE methodology and application, a deficient understanding of how the 
program should be designed and managed, an absence of reliable, high quality techca l  
advisors and finally and most importantly a wllingness to pay for necessary services The 
new Team plans to function much the way a consulting firm would and to actively pursue 
business opportumties, bid competitively on work and eventually charge a full loaded rate 
for services provided Direct oversight and management of a few CWE programs wl l  
continue in a few countries for "laboratory" purposes but these will be phased out when 
they have reached full self sufficiency The strategy places heavy emphasis on the high 
potential of workmg through credit unions since these are broadly dispersed in many 
nations, have access to financial resources and the necessary management structure and 
set of systems and controls 

The strategy is attractive because it promises wde replication of CWE at declmng and 
eventual break-even cost wthout the attendant management problems that come with 
difficult partnershp relations The plan is very much dnven by the importance of 
sustamability From an orgamzational perspective it permits FFH to continue a steady 
state of operations (1 e , at flat budget levels) whle at the same time accornmodatmg a 
gradual reduction in donated revenue, which is offset by earned income from Practitioner 
Services 

By and large, the Business Plan is honest in identifying weaknesses in the strategy and 
the nsks of the approach 20 These include the disinclination of PVOs and NGOs to pay 
the full loaded cost of provided techmcal services, the tendency of prospective clients to 
believe that they can design their own approach, the difficulty of convincing credit unions 
of the attractiveness of the CWE model and the danger that the micro-finance movement 
in general will move toward "best practices" and away from an emphasis on poverty 
alleviation In addition - - though not mentioned in the Business Plan - - the gradual 
shedding of a direct operational role may have a negative impact on FFH's capacity to 
raise funds from donors, and individuals in particular, who have supported the 
organization because of its direct access and outreach to the poor Finally, it may be 
difficult for the staff of FFH to wholeheartedly adopt the values and practices of a 
consulting firm and to operate in the "lean and mean" mode that will be essential if they 
are to be compete successfully m single product low margin market 

Whde staff are qmck to point out that the new approach does not necessarily equate with 

20 In addition, the President m h ~ s  period~c reports to the Board has been comprehensive and perceptive in 
hls listing of threats and dangers See Pres~dent's Report to the Board of Trustees, September 1998 



being opportumstic and that Practitioner Services w11 only accept work that relates to 
FFH's core mssion, the pressure to break even financially is llkely to create difficult 
internal pressures Dilemmas that w11 anse w11 mclude the extent to whch FFH should 
bid on lucratwe USAID contracts, perhaps in dlrect opposition to commercial firms, the 
difficulty of ensmng a hgh quality, umform approach when worlung through external 
consultants, the calculabon of overhead rates and the competitive cost structure of the 
"fm", how stnctly to stay wthm the parameters of CWE, the financing of growth and 
the cash management problems that anse when small orgmzabons w n  large contracts 

Regardless of these concerns, FFH has constructed a coherent strategy for program 
expansion and orgmzational development for the next five years The Plan satisfies 
several important standards that might apply to any orgamzation's long range plan and 
process 

It is goal orzented in that it establishes a clear and measurable set of long term 
objectives 

It is zntegrated in that the component pieces fit together in a logical and mutually 
supportive manner - - there are no anachronistic outliers or special imtiatwes that 
wl l  consume inordmate time and energy and pull FFH off track 

In most respects, it IS conszstent wlth przor experrence and zn alzgnment wzth the 
findamental values and core aspects of the current program (Although, as noted 
below, the shft to a consulting firm mentality may be problematic ) 

It appears to have been constructed m apartzczpatory manner so that staff and 
board members are sufficiently part of the analytical process to "buy into" the 
basic approach and have a clear intuitive sense of where FFH is heading 

It denves from a reasonably candid assessment of external context and external 
"opportunztles and threats " 21 Thus, the strategy is cogmzant of a static level of 
chantable support for international programs, the llkely decline m the level of 
central support from USAID, the growmg unperative of self support and revenue 
generation and the contmued populanty of mcro-lendmg, balanced wth a more 
human face 

It is a plan that is expressed and can be measured lnJinanczaI and budgetary 
terms 

Most importantly it IS strategzc m that it addresses several of the fundamental 
long term strengths and weaknesses of FFH and the CWE program mcludmg 

2' However, and as noted elsewhere m this Report there IS a danger that FFH could become too msular and 
insensitive to alternatwe perspectives An effort needs to be made to occasionally mterject an iconoclastic 
vlew 



static levels of contributed resources, the difficulty of managing partnership 
relations and the llmited capacity for program growth that is a consequence of an 
approach that emphasizes d~rect operation 

The fundamental danger in the FFH strategy is the mlrror opposite of its strongest 
attribute a narrowness of approach and an excessive dependence on a smgle product 
wlvch may fall, go out of fashion or be expropriated by others Thls risk is to some 
degree exacerbated by FFH's remote location, low staff turnover and a unttary and single 
minded staff focus or "mono-culture", as one interviewee observed 



9 LEADERSHIP AND PARTICIPATION 

Leadershp is subjective, dificult to assess and particular to the mdividual culture of the 
orgmzation In general, 3 factors are cntical 

An alignment of values and belzefs between the leaders and staff 

A sufficiently hzgh level of technzcal expertzse to generate respect and to insure 
competent decisions malung 

Appropnate znterpersonal skzlls and a degree of parhcipation that is consistent 
wth  expected orgmzational norms 

In the opmon of the evaluator, the current seruor staff of FFH does extremely well in all 
respects The President of FFH has been wth the orgamzation for many years and has 
been directly instrumental in des~gmng and shapmg the CWE program He has strong 
academc credentials, a very hgh level of techcal  competence and a good understanding 
of orgmza~onal dynamics Other senlor staff is equal in their long expenence wth  the 
orgamzation, their impressive understanding of program content and operations and their 
mmfest commitment to the replication and success of the CWE approach Whde it 
would be unlikely and undesirable for any orgamzat~on to float m a completely calm sea 
of consensus and mutual admiration, the degree of ideological discontent is remarkably 
low The operative atmosphere is focused, pragmatic, goal onented and professional 



10 ORGANIZATION AND STRUCTURE 

FFH is a small to medium-size PVO wth a staff of 30 at the International Center in 
Davis, Califoma The Center IS structured around teams including the Management 
Team, Practit~oner Services, Research and Innovat~on, Finance and Adrmmstration, 
Commmcations and Resource Development A more tradtional herarchcal structure IS 

overlad for reporting purposes The structure is broadly aligned wth the pnmary 
programmatic goals of the orgamzation and tracks clearly to the pnonties that are set 
forth in the long range plan 

T h ~ s  evaluabon did not attempt an m-depth structural assessment W l e  not all stafY were 
interviewed, there was no dramat~c mdcation of a senous flaw m the orgazllzat~onal 
framework The followng comments about the pros and cons of team structures are 
genenc and put forward not as conclusions but for purposes of dlscuss~on 

Whde team structures promote "teamwork", they are heavily reliant on shared 
commitment and a pervasive agreement regardmg fundamental program goals They are 
useful m orgamzabons that place a hgh value on part~cipatlon and consensus and 
effective m ensunng standardization m approach Team structures may be less effective 
in hghly dynarmc environments that reqmre aglllty and rap~d adaptive change They may 
also be problemat~c in situabons where the servlce uruts of the orgamzation are required 
to support the line activities of several teams and pnonty settlng becomes difficult 

In the vlew of the evaluator, the FFH team structure appeared appropnate and workable 
and in h e  wth  the style and values of the orgamzatlon However, there are two potential 
issues that management may wsh to cons~der The first is the apparent absence of clear 
central~zed responsibility for overs~ght of field operat~ons In recogmtion of FFH's 
comtrnent  to the CWE program, the orgamzation has adopted a funcbonal rather than 
geographc structure W l e  this makes sense wth respect to perfecting and marketing the 
CWE approach, it may be less effecbve in managmg and backstoppmg field operations 
and in developmg a full headquarters understandmg of the admimstrative d~fficulties that 
are faced in m g  the CWE program 22 

A second potential Issue IS whether the team approach wll  be appropnate for a business 
onented competitive consultmg operation that requires clear direct~on, rap~d decision 
makmg and an aggressive level of purposeful energy Good or bad, successful consulting 
operations requlre a capacity to immediately respond to emergent opportumties wth a 
large massmg of staff capacity 

22 See notes fi-om mtervlew with Elizabeth Hunt 
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11 ORGANIZATIONAL LEARNING 

The idea of the " L e m g  Orgmzation" has become recently very popular For most, a 
" l e m g  orgamzation" is an orgmzation that looks cntically at what it does, conducts 
mdependent and objective evaluations and acts constructively on ths  mformation At a 
deeper level lt is understood that a leanung orgamzation is an orgmzation that is able to 
penodically exarmne the mternal structure of beliefs, premses and hypotheses through 
whch it sees itself and the world in whch it operates - - a much more difficult - - and for 
some orgaruzations - - impossible task 

FFH is qwntessentially a " lemng orgmzation" at least In so far as the first standard is 
concerned The orgamzabonal structure gives promnence to research and evaluation (the 
Research and Innovation Team), studies and program mformabon are broadly distributed 
and shared, the strategic plans place great emphasis on testing, researchmg and evaluating 
the CWE model and a semor, expenenced and very competent professional has been 
brought m to manage the evaluation effort Studies and research clearly consume a great 
deal of the tune and effort of semor staff It is quite clear that FFH, as an orgamzatlon IS 

truly comrmtted to and mterested m l e m n g  from the studies and research that it 
sponsors and on learmng from what it does In fact, one of the concerns about FFH is that 
in some respects the organcation IS too "cerebral" or academic and excessively pre- 
occupied wth  studies and research at the cost of day to day practical management of 
operations Whether or not th s  was the case at a previous pomt, the prionty emphasis on 
understandmg the impact of the CWE model and attempting to validate ~ t s  utility appears 
currently quite appropnate in view of the importance of "sellmg" the approach to 
prospective clients 

The deeper quesbon IS whether FFH can pull back and penodically look at the basic 
values that shape the decisions that the orgmzation makes Because FFH is so focused 
and deeply committed to the CWE approach, wthout a strong internal dissenting voice, it 
wll  be especially important to deliberately design penodic sessions to challenge 
conventional ulsdom 



12 PROGRAM EVALUATION AND MONITORING 

In part because the FFWCWE model is a departure from the traditional micro-lending 
approach and in part because it is a uniquely FFH "product" and its success is closely 
associated wth  the success of the orgmzation, there is a strong mstitutional incentive to 
carefully document results and broadcast stones of success FFH has a semor, full tune 
evaluation officer and an orgmzational Team for Techcal  Assistance, Momtomg and 
Evaluation The conduct of studies, evaluations and the measurement of Impact and 
results are a central and very important aspect of the work of the orgmzation The 
relative unportance of self-analysis is likely to increase as a consequence of the shft in 
role away fiom operations and toward facilitabon and service The success of the new 
Practitioner Services Umt will rest heavily on the ability of FFH to convmcmgly 
demonstrate the utility of the CWE model and to convmce others to seek assistance in the 
design and installation of smlar  llzltiatives 

FFH has developed both financial and non-financial morutomg systems for traclung key 
information The financial momtomg system has two components The Credit 
Momtonng System is designed to provide an up to date accountmg of the status of each 
program's credit portfolio On a monthly basis, program managers report the amount of 
loan pmcipal and mterest outstanding, overdue or delmquent for each credit association 

The Administrative Fmancial System provide, on a monthly basis, an independent 
verification of the accounting records and a measurement of actual program expenses 
against the annual program budget Information fiom these two systems is used to 
morutor the financial sustamability ratio - - the relationshp between program revenue and 
program cost 

Non-financial momtomg mcludes a Credit Association Momtonng System that 
concentrates of the performance and Impact of individual crel t  associations Ths  system 
tracks such thlngs as rates of attendance at credit association meetings, membership 
turnover, weekly savings, repayment rates, status of the internal fund Information fiom 
tlus and related reports is used to assess the overall capacity of the credit associations and 
provides a basis for determimng how much techmcal assistance they w11 requlre In 
addibon, FFH has imtiated a senes of longitudinal case studies of participants to measure 
the impact of CWE on women's businesses and health/nutntion behaviors 

FFH conducts four types of evaluation stules In all new programs, FFH conducts two 
types of baselme assessments A crel t  assessment mvesbgates current economic 
activities and the crel t  needs of women Field staff also conducts a Knowledge, Attitude 
and Prachce Survey to determine local health/nutnbon practices and beliefs The survey 
results are used in the detaded design of specific learmng sessions Secondly, FFH m 
collaboration wth  Uruversity of Califorma, Davls has conducted two impact evaluations 
in Ghana and Bolivia The research uses a baselme and follow-up analysis to evaluate 



program impact on maternal and chlld nutrition In addition to examimg impact on 
nutritional status and food secmty, these stud~es also evaluated the impact of the 
program on the intermediary benefits of poverty allev~ation, empowerment and behavior 
change 



13 FINDINGS 

13 1 FFH Background 

The drfficult 1 995- 1988 transrtion has had a defimng rmpact on core values and the way 
that FFH currently operates In partrcular h s  takes expression m FFH's sense of 
ownershp of and commitment to the CWE approach and dismclination to devrate fiom 
the testmg and applrcatron of that model at least for the foreseeable future 

The genesrs and hrstory of FFH has insured a prunary and abrdmg focus on 
health, nutntron and food secmty The core mterest of the orgmzatron lres m 
addressmg the human problems of poverty The challenge for FFH w11 be to 
maintarn a balance between ths  core commitment on the one hand and mrcro- 
lending as a mechamsm for accomplrshmg poverty objectrves on the other The 
last few years have, of necessrty, required FFH to concentrate on the delrvery 
mechmsm The shrfi in emphasis back to a concentratron on design of the 
education component - - health, nutntron and poverty rmpact seems appropnate 
and consrstent wth  the fundamental rdenbty of the orgamzation 

a The drffrcult and perhaps near fatal expenence wth program scatteration has 
given the current leadershp a strong commrtment to sustained concentratron that 
reflects what is perceived to be drstinctive orgamzatronal competence As a 
consequence, FFH IS unlikely as an organization to suddenly stnke out in a new 
direction or embark on an rnnovatrve adventure The posrtive result is that FFH is 
lrkely to gradually and persrstently become tecbcally very expert m what they 
do The downside may be a resistance to change, inflexlbrlrty rn the face of 
contrary opuuon and a tendency to maintain an approach beyond rts useful lrfe 

a Although it would be easy to be dismssive about the opportuIllstrc nature of the 
CWE approach srnce rt qmte cleverly touches many of the more fashronable 
development themes, m fact most of the components of the model are rooted and 
can be found m FFH's lustory and culture These would rnclude, of course, the 
emphasrs on maternal and chld health and nutntron but also the emphasrs on 
education and awareness, the implrcrt unportance of self-relrance and rndrvidual 
imtratrve 

a Although FFH has been gradually movmg away fiom a directly operatronal role, a 
traditron of bemg a dlrect provrder of assrstance to the hungry poor w11 be 
drfficult to completely abandon The sluft to a catalytic role is likely to be more 
problematic and dfficult than surfaces fkom the enthusrastic documents that 
descnbe h s  transition 



13 2 Impact 

The credit wth  education program has effectively responded to the goal and purpose 
of the Matchmg Grant Thls is particularly evident m cases where progress can be 
measured quantitatively - - number of members, number of credit associations - - and 
reasonably though not conclusively apparent wth respect to qualitative change - - 
changed behavior, improved health and nutntion status 

Program results during the grant penod appear to be broadly supportive of and 
compatible w th  the strategic objectives of PVC 

The FFWCWE program has acheved a rate and degree of organizational 
sustainability that is reasonably compliant with the onginal intent of the Matching 
Grant Although country composition has changed and levels of sustainability vary on 
a case by case basis from planned levels, overall progress is consistent w th  original 
intent 

As an orgmzation, FFH has a strong and convincing commitment to sustainability 
that permeates the organization and that is reflected in its relations with clients and 
partner orgmzations FFH does in fact appear to mirror the "social enterprise" model 
that is simultaneously committed to "near" sustamability and the achievement of 
social service objectives 

FFH deserves substantial credit for b e g i m g  to address the implications of a 
predominant concentration on sustamability and "bottom line" performance at the 
expense of social purpose objectives There may not be a formulaic answer to thls 
difficult dilemma but it 1s a central issue that is at the heart of micro-finance 
programming 

FFH's measurement of sustainability focuses pnmmly on orgmzational and 
financial issues and on the credit side of credit wth education, whch is perhaps 
inevitable in view of the difficulty of measmng program sustamability Whle it is 
reasonably clear that those intermediary micro-financing entities that FFH supports 
are increasingly sustainable, it is not conclusively evident that the CWE program 
would be sustained and continue to flomsh on its own lf FFH participation were to 
disappear In fact in two cases (Thailand and Mali), the educational component of the 
program was dropped after the partnership with FFH ended (Although it has not been 
dropped in Burluna Faso, Togo, Ghana and Honduras where the FFH involvement 
has also effectively ended ) 

It is important for both USAID and FFH to be sensitive to the consequence of heavy 
reliance on financial sustainabillty as the sole Indicator of program success There is a 



very real nsk that excesslve repetition of ~s pnonty w11 tend to bias ~mplementat~on 
decisions m favor of the business approach to mcro-finance at the expense of poverty 
objecbves To date, FFH has been diligent and generally successful in its ability to 
find a balance pomt but thw capacity needs to be deliberately mamtamed 23 

13 4 The CWE Model 

The FFWCWE approach has the attributes of a "model" in that it IS hstmctive and 
seen as a FFH "product" Dmng the Matchng Grant penod, FFH has refined and 
adjusted the approach and developed a standard set of formatted procedures and 
practices The CWE approach IS genenc and whle country by country adjustments 
are necessary, it can be taken off the shelf and applied m a vmety of settmgs 
Together, these elements constitute a d~stinctrve methodology or model that FFH can 
quite appropnately clam to be ~ t s  own 

The CWE approach fills an mportant mche m the mlcro-credit field through its 
emphasis on social impact, the pnonty it accords to reachmg poor women in remote 
areas and the lendmg and education package that is talored to the particular needs of 
the poor 

The dzrect (unburdened) monetary cost of the educational component of the CWE 
program is quite modest and none of the studies or evaluations that were reviewed for 
th s  evaluation rased educat~onal cost as a senous Issue There is good anecdotal 
evidence that the education component is an attractwe inducement to the poor to join 
and participate in the activibes of the cred~t association and there IS strong inimt~ve 
logic to the sequenbal set of proposibons that health educabon leads to wser health 
cho~ces, healher farmlies, lower health costs, mcreased time for mcome generation 
and more profitable enterpnse However and mportantly, there is no conclus~ve 
empirical measurement of the d~fference between credit ulth education and credit 
wthout Whether or not adhtlon of the educat~on component mproves or erodes the 
economic product~vity of borrowed funds and whether or not the credit component 
undercuts the utility of health educat~on is slmply not yet known 

Stud~es and observat~on support the bas~c content~on that the CWE approach has a 
dual impact - - providing credit to help support enterpnse growth and educating 
partmpants in ~mproved MCH practices Whether or not there IS a sigmficant degree 
of erosion in the credit component as a result of bundlmg education or a reduct~on in 
the education component as a consequence of the linkage wth credit has not been 
determmed 

A senous potenbal deficiency of FFH's mcro-credit approach is the possibility that 

23 Importantly, the Matchmg Grant fiom PVC has been very mstrumental m givmg FFH the latitude to 
des~gn a hybrld mlcro-finance program and the mst~tutional breathmg room to volce a contrarian pomt of 
view - - to the consternation of some 



sigmficant shares of borrowed funds are being allocated to non-productive household 
consumption rather than capital formation and enterprise development To the extent 
that this is true, the CWE program is deficient w th  respect to the achevement of one 
of its stated objectives Importantly, however, to the degree that borrowed funds are 
being allocated to increased food secmty and family health, CWE is accomplishng 
its other objective While studies to date do indicate a hgher and more diversified 
level of economic activity, increased income and hgher profitability it is not clear 
that t h s  level of enterpnse formation is sufficient to justify the installation of a credit 
program (It is important to emphasize that this issue is posed as a question not a 
conclusion ) 

In-country management ability is the single most important Indicator of program 
success Management of a micro-credit program is difficult to begln wrth and doubly 
so wth  the addition of the education component and a decision to work in remote 
rural areas and wth  very poor women For the CWE program, management must 
include not only incorporation of micro-credit "best practices" but a simultaneous and 
balanced understanding of traimng and group facilitation and a capacity to lead and 
motivate a staff that is balancing dual program components that may at times appear 
incompatible The centrality of management and the issues that emerge from a 
program with several objectives has important implications for the Practitioner 
Services Unit and for efforts to gradually disengage from direct overseas operations 
A very real long term issue is whether independent local organnations wll  have the 
ability to manage both a credit and an education program For CWE, the issue of 
sustainability is less financial and much more orgmzational 

The FFWCWE model promises a lot growth in household income as a consequence 
of enterprise development, behavioral change, healther families, empowered women, 
wde  potential impact, little or no subsidy and "near" (and sometimes even full) 
sustainability At the same time, studies to date indicate that very few micro-lending 
programs are fully covenng their costs and the ones that are, are not dealing wth  the 
very poor nor are they pursuing social goals This appears to be a basic contradiction 
that could lead to several alternative conclusions First, it may be the case that the 
FFWCWE approach is so effective that it w11 be possible to stick wth  the very poor, 
have a dual impact and at the same tlme reach a substantial degree of sustainability 
Alternatively, it may be the case that the FFWCWE model simply overstates what 
wl l  be achieved and promises too much - - either not all the benefits wl l  be realized 
or all wl l  be realized but at lower levels of success than would othenvlse be the case 
A third vmant is that the FFWCWE model is beginning to define a middle and 
balanced approach to micro-credit, whch corrects for an excessive emphasis on 
enterpnse creation and the bottom line and permits some degree of subsidy in order to 
achieve social goals What is needed in order to refine the model is a sharper 
understandmg of the trade-offs how much subsidy is needed, how close to 
participation can we come, what is the economic effect of income smoothmg, etc 



Developing local partnershps has been challenging Difficulties include the tension 
between a well-tested model on the one hand and orgamzational independence on the 
other, the preponderance of design over delivery and the duality of the CWE model 
Other difficulties include the small size of the FFH staff, limited capacity to engage in 
the labor intensive process of mentonng and hand holdmg requred in partnershp 
relations and the Inherent tensions that accompany partnershps mvolvmg financial 
programs because of the greater need for accountability and oversight 

A balanced assessment concludes that FFH has made a very senous and honest effort 
to build strong partnershps wth mxed success due in good part to the inherent 
charactenstics of the model The record suggests that the decision to gradually move 
away from a dlrect operational role is a wse one at least from the point of view of 
comparative advantage 

13.6 Organlzatmnal Strategy 

FFH is well integrated and has a clear and focused sense of mission and purpose - - 
the orgamzation and the program it provides are synonymous There is broad 
consensus wth  regard to strategy and objectives and wth  respect to the difficulties 
and opportumbes that wll  affect the future of the orgamzation 

FFH will need to continually balance between a dual identity of being a "bottom-line" 
credit orgmzation on the one hand and a poverty onented development agency on 
the other On balance the tension is a healthy one and allows FFH to serve a valuable 
ombudsmen role w h n  the mcro-finance comrnumty 

A related issue for FFH is the malleability of the CWE model Because the current 
approach is so clear and sharply focused, wth a strong internal staff constituency, it 
may be difficult to adjust the approach to changlng conditions Issues include how 
far the organization deviates from its traditional focus on food and nutrition and 
places emphasis on health or any other pertinent social concern faced by the poor, 
whether or not FFH should continue to focus exclusively on women, on the very poor 
and on rural populabons 

A central issue for FFH wll  be how to mantam dlrect contact wth  the practice of 
development whle at the same time movlng to an mdirect, catalytic role l k s  has 
important implica~ons for fund rasing, for an understandmg of what works and m 
order to ulsely shape the long term future of the orgmzation A cntical factor is 
whether the Practitioner Services Umt can carve out a significant domam for itself 

A senous external concern is prevalent skepticism toward the benefits of integrating 



education wth  credit To some degree this concern is legitimate (and can be 
addressed by FFH) but to some degree it is irrational and reflects the ideology of the 
mcro-finance movement FFH can serve an extremely valuable role in continuing to 
challenge a mono-culture of beliefs and help develop a diversity of program models 
for a diversity of conditions 

Strategic dangers or weaknesses tend to be the mirror opposites of orgamzational 
strengths and include insulanty of perspective and the danger of maintaimng a course 
of action beyond its useful life, a narrowness of approach and the danger that trends 
in development wl l  shft, rootlessness from direct operational expenence 

13 7 Planning 

Despite the absence of a smgle, comprehensive strategic plan, FFH takes p l m n g  
very senously and uses the plarung process to articulate objectives, identify issues and 
chart direction The Practitioner Services Business Plan is a thoughtful and well 
developed strategy for moving toward financial independence Whde the strategy 
raises several important issues, it is a solid and admirable attempt to directly address 
the market realities and to position FFH in a mche that will take advantage of its 
distinctive competence 

13 8 Leadership, Structure and Organizational Learning 

Whde not a pnmary area of inqulry for t h s  evaluation, leadership appears to be 
strong and charactenzed by alignment of beliefs, a hgh  level of technical competence 
and strong interpersonal shlls The level of internal tension and dysfunctional 
behavior appears to be qmte low 

W l e  difficult to document, the current staff complement appears to be modestly 
below the optimal level given the range, complexity and diversity of what FFH is 
attempting to accomplish As is virtually always the case in PVOs of t h s  size, senlor 
management - - in particular, the President - - is stretched too t h n  W l e  funding is 
obviously a constrant, this evaluation would be supportive of staff expansion at the 
semor middle management level 

The team based structure is, on balance, appropnate for what FFH does Whlle there 
are weaknesses to t h s  type of orgmzational framework, it is compatible with the 
values of the orgamzation 

FFH is very much a "learning orgamzation" and gives considerable emphasis to 
internal self examination and to the importance of evaluations and impact research 
However, because the orgamzation is so well focused and integrated, FFH may at 
times be the captive of its own world view For t h s  reason, it w11 be important for the 
semor stafT to deliberately integect alternative perspectives 



FFH has developed a vmety of momtomg and evaluat~on techtuques As noted, 
evaluat~on and research are taken very senously As emphas~zed throughout this 
report, one of the most lrnportant functions that FFH should continue to play is that of 
provocateur to the m~cro-finance movement To do ths  convmcmgly, FFH w11 need 
to mantam a strong analytical capacity 
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EVALUATION SCOPE OF WORK 
Freedom From Hunger 

I PROGRAM IDENTIFICATION 

Freedom from Hunger 
Matchmg Grant #FAO-0158-A-00-2044-00 
Credit wth Education for Women Program 
Five Year, $3 mllllon Matchng Grant (1993-1998) 

I1 PROGRAM BACKGROUND 

Freedom from Hunger was formed m 1978 from the merger of two orgmzahons, Meals 
for Millions and the Amencan Freedom from Hunger Foundahon By the mid-1 980's the 
new orgamzatlon was increasmgly aware that the small scale, diverse focus, hgh  cost and 
low sustamability was a senous problem In 1988 a declslon was made to deliberately 
focus the program on cost effectwe, replicable, large scale interventions to enable the 
vulnerable poor to help themselves elimmate the lrnmediate causes of chromc hunger and 
malnutntion A 1988-93 USAID Partnershp grant was designed to support this 
programmahc transformation and to develop and test a Credlt wth Education program of 
mtegrated financial services (credit and savings) and health/nutntion education In 1993, 
USAID provlded a second $3 mdllon Matchng Grant to support FFH capaclty and to 
de terme if Credit wth  Education could be developed on a large scale and become fully 
sustainable m seven qulte Qfferent countnes An additional $17 mllion wll  be leveraged 
from other sources to fund program support and evaluation costs 

The methodology and strategy are the same m all seven countnes Each Credit wth 
Education Program is operated by an indigenous partner organmation to whch FFH 
provides techmcal assistance, traimng and operations funding Two countnes (Bolivia 
and Uganda) are directly operated by FFH and are considered "subsidiaries" of the parent 
organnation In the other five countnes (Ghana, Togo, Mall, Burluna Faso, and 
Honduras) the program IS managed by autonomous affiliates The m e d i a t e  purpose is 
to use the educational component of the program to motlvate 32,000 to 70,000 very poor 
rural women to gsun access to quality food, breast feed thelr chldren for a m m u m  of 6 
months, practice contraceptlon, obtsun full irnmmzation for thelr chldren and be able to 
manage diarrheal eplsodes An important objective IS to acheve operatmg self- 
sufficiency wth  financial mcome covemg operatmg costs and an adequate loan-loss 
reserve It is hoped that t h ~ s  wl l  be accomplished m seven years, although in two 
mstances (Ghana and Burluna Faso) it appears to have been already acheved If 
successful ~t IS hoped the program can be expanded to the national level to assist hundred 
of thousands of very poor, rural women on four contments 



An important related purpose of the matclung grant was to support FFH's orgaruzat~onal 
capac~ty to test, modify, adjust, adapt and learn from this pilot program Ths  mvolves the 
capac~ty to learn from expenence and effectwely incorporate this ~nformation m 
governance, planrung, management and operat~ons More specifically, it included the 
design of an effective monltonng and evaluat~on system 

I11 PURPOSE OF THE EVALUATION 

The evaluat~on has two purposes The first is to assess to extent to whch the project met 
~ t s  objectives and to provide an institutional assessment of FFH The first purpose will 
rely heav~ly on completed reports and evaluat~ons and on field visits to two countries 
The second purpose w11 rely on at least one headquarters v~sit and on a senes of group 
and ~nd~vidual discuss~ons wth FFH management and staff and with staff of local partner 
orgamzatlons 

The "audience" for this evaluation includes the board, semor management and staff of 
Freedom from Hunger, the staff of PVCNSAID, the management and staff of partner and 
particlpatmg orgaruzations 

The evaluat~on wd1 be structured to fulfill the requirement of the USAIDIBHRIPVC 
matching grant program and PVC may use tlus information m its Annual Results Report 
and in the review of subsequent appl~cation for funds from FFH 

IV EVALUATOR STATEMENT OF WORK 

(Part A of the following pertains to a review of ~mplementation progress aga~nst the 
Project Objectlves, Part B pertains to the ~nst~tutional assessment ) 

The evaluator w11 assess the following program and inst~tutional elements, providing 
evidence, cntena for judgment and citmg data sources The evaluator will assess both 
headquarters and country programs in two of the following countries Mall, Senegal, 
Uganda, Ghana or Bo l~v~a  

A Program Effects and Impact 50% 

The evaluat~on wl l  address the followng concerns These relate primarily to a review of 
progress to date in ach~eving the objectives stated m the Matchmg Grant program 
appl~cat~on 

Proiect Obiectives, Effects and Impact 

1 Based on ongmal intent as set forth m the Matclung Grant application, (logframe1 
program planning matnx, or statement of program purpose) have objectives w th  respect 
to the des~gn, testing and modificat~on of the Credit wth  Education Program been met? 



2 What md~cators have been used to measuregroject effects and unpact? Are these 
mdicators vahd, objective, adequate, rel~able, cost effectwe and relevant? (Also see 
below ) 

3 What important constrmts or unmtended difficulties have been encountered that 
conshtute "lessons learned" for the future? 

1 What elements were mtended to be sustamed in the program? 

2 To what extent are Cred~t wth Educat~on country projects currently sustamable? What 
effect w11 the sustamabdity fmdmgs have on program expansion? 

3 Is there ev~dence of cost recovery, local level financmg, or other approaches to 
generate resources to support project operations? 

Has FFH established strong and constructwe worlung partnershps wth local 
orgamzations? (NGO's, local governments, commumty orgamzations ) 

Are roles and respons~bilit~es and decmon malung structures clear? 

What mechamsms have been employed to ensure effectwe relat~ons? 

How is FFH percewed m the field by ~ t s  ~mplemenhng partners? 

Is FFH worlung strateg~cally-wth local orgamzations to transfer knowledge and 
understandmg of the FFH model? 

Does FFH have an adequate understandmg of the inst~tut~onal strengths and 
weaknesses of its local partners? 

Does FFH have a systemat~c approach to assessmg local institut~onal capacity? 

The Model 

1 How effectwe is the Cred~t wth  Educat~on Model, based on available data and 
ex~stmg or ongoing stud~es? What evidence 1s there that 

The matchng grant helped FFH develop a dxstmnct~ve approach to worlung wth 
poor rural women? 



The matchng grant helped FFH articulate, refine and advance its model approach 
to workmg with the rural poor? 

The FFH model effectively adapted to the needs and charactenstics of different 
situations? 

The grant helped FFH take "lessons learned" from one country context and adapt 
and apply them to another andlor to a refinement in genenc approach? 

The grant has resulted in leveraging additional resources (beyond the match)? 

B Program Management and Instrtutlonal Assessment 50% 

A broad purpose of the Matching Grant was the genenc strengthemng of FFH as an 
institution Whlle the grant supports specific activities (an institution wde  evaluation 
system) underlying the specifics was a broader conception of a more effective, viable and 
dynamic orgamzation The followng senes of questions attempts to suggest a framework 
for getting at the issue of strengthened institutional capacity 

1 Strategic focus 

Has the grant helped FFH develop a sharper, more coherent strategic focus on what it 
does and how it does it? (What changes are there in Headquarters' capacity to manage 
the planrung process and address over-archmg program issues of replication, potential 
economies of scale and sustamability? 

Is there broad consensus w t h n  the orgamzation wth  respect to orgamzational 
values, goals and approach? 

Are future growth plans financially, programmatically and orgaruzationally 
realistic and feasible? 

In what way has the orgamzational personality, culture and hstory of FFH 
defined the options from whch the orgamzation has made choices and influenced 
the future range of strategic options? 

Does the " h n k  tank" and "consulting firm" model with respect to 
headquartersffield relations make strategic sense? Is t h ~ s  a feasible strategy for 
organizational sustainability? 

Has FFH developed a "business plan" for addressing orgamzational 
sustamability? 

What are the relative advantages and disadvantages of small size and narrow 
mission and a single, focused strategy wth  respect to long term orgamzational 



2 Program Evaluation, Monltonng and Orgamzatlonal Learnlng 

Has the grant helped FFH address Internal barrrers and constrants to 
orgamzational l e m g ?  

Is informat~on openly and efficiently d~stnbuted and shared in a manner and form 
that is conduc~ve to leamng? 

Is FFH l e m g  process capable of a reasonable degree of iconoclastic thnlung 
that constructively quest~ons conventional w~sdom and accepted truths? 

What changes have occurred m the orgamzation's capac~ty for cntical and 
analyhcal thdung regardmg program design and Impact? (Is there evidence that 
the matchmg grant has fostered a capacity for self-evaluation andfor an ablllty to 
conduct quant~tative or qualitatwe analysis to refme mtervent~ons?) 

Evaluation 

Has FFH developed a cost effective evaluabon system that is used, and a source 
of orgamzational learmng? 

Have the momtonng and evaluation lessons fiom the FFH grant been 
~nstitutionalized in other FFH work? 

Has FFH acted on recommendations fiom the midterm evaluation? 

Performance monitoring 

Has the grant helped FFH ident~fy, refine and install a performance measurement 
and ind~cator systems that are helpll  to managers? 

Does FFH employ 

Baselme assessments agamst whch to measure progress and mpact? 

Impact and performance measurement techmques? 

A system (MIS) to consohdate, analyze and mterpret project date? 

A process for transfemng slulls and capacity to local partners? 



Has FFH 

Conducted periodic review of performance data by project personnel and 
taken actions as a result of review? 

Institutionalized performance momtonng and impact evaluat~on systems into 
other non-PVC grant funded programs? 

Used program results for U S public outreach activities? 

3 Leadership and Partlclpatron 

Has the grant helped FFH mature and balance between the importance of participation 
and consensus on the one hand and leadershp and managenal direction on the other? 

Is the nature and degree of managenal oversight appropnate to the needs and values 
of the organization? 

4 Organlzatlon and Structure 

Is there compatibility between the management structure and operating framework and 
program goals and content? 

5 Human Resources 

Has the grant helped FFH attract and develop the caliber and mix of human slulls 
appropnate to what FFH does? 

Is staff morale positive and energetic? 
Are comm~cat ions  open and direct? 
Are professional development plans in place? 
Are headquarterslfield relations structured in a manner that effectively balances 
between the need for consistency and direction on the one hand and autonomy and 
adaptive flexibility on the other? 

6 External Relations 

Has the grant helped FFH forge a structure of long-term relationshps that will have the 
dual benefit of replicating what FFH does while providing a fabnc of supporting 
institutional linkages 



V EVALUATION METHODS 

Seauence 

Preparation of Scope of Work 

Preparation of deta~led ~nterv~ew gu~de for FFH staff and partner orgamzations 

Participabon m FFH staff retreat 

Team Planrung to identify purpose level objectives and an appropnate set of ind~cators 

Headquarters meet~ngs and mterviews 

Review and analysis of existmg reports and evaluat~ons 

Field tnp 

Feedback and discussion of findmgs wth FFH and PVC staff 

Issuance of draft report 

Comments and reactions 

Issuance of final report 



ANMEX B 

ITINERARY 



Preparation and Background December 28-3 1, 1998 
Headquarters visit January 3-9,1999 
Field trip January 18- 28,1999 
Flrst draft February 20,1999 
Headquarters bnefmg March 10 
Final Report March 31,1999 

VII Level of Effort 

A total level of effort of 50 days is anticipated 
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Partial L~st  of Ind~v~duals Interwewed' 

Ashe, Jefiey, Consultant 
Bacca, Iliana, USAID/Bolivia 
Boyle, Phdp, Independent Consultant 
Dichter, Thomas W , Independent Consultant 
Dickey, Joan F , Vice President Fmance and Adrmmstration 
Dodson, Christine M, Special Assistant 
Dunford, Chmtopher M , President 
Foly, Ayele J, Regional Trainer, Afhca 
Gardella, David, USAID/Bolivia 
Hewtt, Martm, USAID/BHRIPVC 
Hunt, Elizabeth, USAID/G/MED 
Justice, Donna, Development Associate 
MkNelly, Barbara, Semor Techcal  Advlsor Evaluation 
Owens, John, Microfinance Specialist, USAID Bolivia 
Perreault, Martine, Director, Project Support Office, Mali 
Rdgely, Robert, General Manager, Freedom fiom Hunger, Crecer, Bolivia 
Roark, Peggy, Dlrector Practioner Services 
Rue, da Fernandez, Isabel, Trslmmg Coordmator, Crecer, Bolivia 
Schubert, Emily,Techtucal Advisor 
Stack, Kathleen, Semor Vice President 
Thys, Didier, Vice President, Practioners Services 
Vor der Bruegge, Semor Vice President 
Young, Jack, Financial Analyst 

Thls llst does not fully lnclude a l l  s t a f f  members of FFH 
Bollvla 


